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Abstract
Love, Jimmy Ed.D. The University of Memphis. December 2017. A Journey Through
Leadership Development Programs: A Qualitative Case Study. Major Professor: Dr. Jeffery L.
Wilson, Ph.D.
The purpose of this qualitative case study was to understand the journey that leaders, specifically
supervisors, experience in leadership development programs within an organization that
specializes in distribution within the southeastern United States. The participants in this study
were interviewed and observed in their working environment; during the interviews and
observations, the researcher attempted to explore how the participants obtained and applied
leadership skills learned within the training and development program that was provided by the
organization. Data was obtained from the participants and four themes emerged: (1) practical
training, (2) relevant knowledge, (3) gauge progress, and (4) conducive learning environment.
From the data, it appears that this organization needs to improve upon the structure and delivery
of its leadership development programs.
Keywords: leadership development, training, knowledge, application
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Chapter 1
Introduction
There are many individuals and organizations that are intertwined within the leadership
development field. Maybey (2013) suggests that all who are concerned with leadership
development are operating within a discourse. A discourse can be a set of statements, concepts,
and terms that constitutes an issue. The discourse within leadership development is that there are
so many research articles on the topic that it is starting to become unremarkable and even
irrelevant (Daft, 2008; Day, 2000; Gill, 2012; Riggio, 2008; Weese, 2005). Because of this
discourse, it can be difficult for individuals and organizations, to determine how to address
leadership development programs and/or determine which ones are the most appropriate for
situations.
Maybe (2013) provides four different approaches to leadership development that can be
utilized to address the discourse within the field. These discourses are functionalist (illuminates
performative possibilities), interpretive (focuses on contextual development, identifies gaps),
dialogic (focuses on socially, and historically information), and critical (understanding and
unveiling power relations) (Maybe, 2013).
A brief description of how leadership should be developed within the particular discourse
are the following: functionalist discourse - activities should emphasis building intellectual
capital so that it will benefit individual and intellectual performance; interpretive discourse activities include sense making while emphasis is place on symbolic and ritual aspects; dialogic
discourse - activities should constitute certain actors which gives self-meaning and value; critical
discourse - activities should ensure order and results should be predictable and controlled
(Maybe, 2013).
1

The lasting impact of these discourses is that they are social constructs. They have
different meaning to different individuals within the same environment. Individuals have
contrasting concepts of what is entailed in leadership and what it represents. Since there are
contrasting views on leadership, the development of leaders within organizations can be
impacted because of the multiple views on the subject that can be employed as it pertains to the
practice and development of leadership.
The different discourses mentioned in the previous paragraph is just an example of the
different approaches that can be utilized in leadership development. Maybe (2013) states that
with the different options in approaching leadership development, the following challenging
questions can arise:
How will this activity build leadership capabilities, and when will we know it has
worked? How is the ‘project’ of leadership development construed by different players
and in what ways does it arise from an inter-subjective framing of experience at work?
Despite opening opportunities for self-development and promotion, does participation in
leadership development ironically render participants more malleable and more
governable? Does the reflective space proffered by leadership development lend itself to
doing identity work, to raising awareness about the ideological, the ethical and the moral
currency of the organization and to co-determining less orthodox, more creative ways of
leading? (p. 376)
By examining the questions that were provided, it can be assumed that leadership development
programs not only address the issues of developing leaders, but can also raise questions on how
leadership development is viewed and how is it beneficial in the working environment.
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Roughly, billions of dollars are spent by organizations in all sectors such as private,
public, and nonprofit on training and developing employees within the organization; a great
amount of these resources are devoted to management and/or leadership development programs
(Riggio, 2008). Not only does it take a financial investment from the organization to develop
leaders, it also requires an investment of time from the participants in these development
programs (Avolio, Avey, & Quisenberry, 2010). Organizations are willing to invest in the
development of their leaders because of the following: leaders are responsible for leading the
organization through changes in organizational structure, strategy, and culture; leaders are
responsible for being a change catalyst; leaders are responsible for long-term vision of the
organization; and leaders are responsible for repositioning the organization as well as justifying
and clarifying the direction of the organization (Weese, 2005). Individuals are willing to invest
in these programs because they will have the opportunity to develop skills such as
communication, presentation, critical thinking, and interpersonal skills just to name a few. By
developing leadership skills, individuals will be able to lead within their organization, and also
lead in the community and other organizations as well.
The needs of the organization changes over time due to the dynamic environment in
which it operates; organizations need leaders that are flexible and adaptable to this type of
environment so they can be successful. To stay viable within these types of environments,
organizations need a variety of strategies, which include leadership development programs that
are both cost effective and beneficial for the well-being of the organization (Reichard & Johnson,
2011).
Reichard and Johnson (2011) suggest that organizations align their leadership
development strategy with the organizations processes and resources; this is under the
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assumptions that this strategy will lead to behaviors that will impact business outcomes (e.g.
performance, adaptability). This strategy will help with the organization obtaining a competitive
advantage within their field (Reichard & Johnson, 2011). Reichard and Johnson (2011) further
state that the organization needs to have an accurate picture of its culture and how the culture can
hinder or support the development of its leaders. The administration of a leadership development
program requires the effort of the entire organization, and as a result, everyone must be on board.
Reichard and Johnson (2011) also suggest that leaders have an impactful role on the
culture as well as the culture has an impact on the leader within the organization. Consequently,
the organizations' leadership development program should have some emphasis placed on
culture. Just as important is the ability of leaders to transfer their knowledge to the working
environment.
Leadership development not only benefits the organization, but it benefits the individual
as well. Vohra, Rathi, and Bhatnaga (2015) stated that leaders who are risk takers, motivators,
encouragers, observers, and mentors should benefit from leadership development programs.
Leadership development programs will share knowledge with leaders on how to manage risk
taking in order to improve confidence amongst themselves and the team. Managing risk also
allows the leaders to take the responsibility for the team’s actions and help them work through
and learn from their mistakes. By taking risks, leaders can develop their team by sharing
authority, relating to people, and experimenting with different approaches to make them
successful.
Leaders can use motivation to encourage people to look within themselves so they can
motivate others. Motivation can help the team to achieve goals that they did not believe was

4

possible; this helps to praise individuals that are achieving while addressing individuals that are
not achieving (Vohra et al., 2015).
Effective leaders have the ability to listen carefully, communicate openly, accurately, and
tactfully share their own thoughts. These characteristics help to encourage openness and it is
reciprocated throughout the organization. This encouragement helps to build commitment from
the employee while developing mutual trust amongst the team. As encouragers, leaders have the
ability to seek different possibilities from others, welcome questioning from the team, and
allowing innovation without fear of failure. Effective leaders are also able to observe patterns
and provide this insight to the team. Pattern recognition helps leaders to provide information to
the team on what they have observed; if something appears out of order, then it can be addressed.
Patterns can also be provided to leaders can be provided to the leader so that it can be addressed
(Vohra et al., 2015).
Leaders utilizing the mentoring characteristic can provide resources in the development
of their team; this empower others to lead themselves. By mentoring, leaders can achieve the
following: developing a replacement for themselves, developing confidence in others, sharing
power with others, and offering visible support. Leaders should also be able to foster trust.
Leaders should be trustworthy while trusting their team. Trusting leaders foster an environment
of trust and fairness amongst their team and within the organization. By trusting others, leaders
show confidence in their team which helps the individual and the organization to achieve the
established goals (Vohra et al., 2015).
Leaders must juggle the interests of multiple individuals to achieve organizational goals;
leaders attempt to balance the interests of various stakeholders (self, teammates, organization)
for which they are responsible for. For everyone to be successful, their interests should be
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addressed by the leader. While juggling the interests of the team, leaders provide genuine and
honest feedback to the team with the intention of improvement. Feedback should include areas
of strength and areas of opportunity for development and/or improvement. Lastly, receiving
feedback with openness helps with personal growth (Vohra et al., 2015).
With resources (time and money) being invested in leadership development by the
organization and/or by individuals, it is imperative that a return on their investment be realized.
A few realizations that the organization should observe from investing in their leaders are:
positively impacting the culture of the organization, increased retention of employees through
leadership engagement, the ability to respond to rapid shifts in the environment, the skill set to
identify and correct issues within the organization, the ability to accomplish tasks by engaging in
coaching, teaching, sharing ideas, personal attention while collaborating with others, problem
solving and creative decision making, helps members of the organization develop their skills,
and is trustworthy (Kareem, 2016). A brief discussion of the benefits of these realizations will
be discussed in the following paragraph.
The organization's culture can impact how the organization performs. Khan and Afzal
(2011) state that culture helps with the competitive advantage of the organization and it also
helps with organizational performance. Leaders impact both positively and negatively the
relationship between employees and the organization; this in turn impacts the retention of
employees with the organization. Smith and Macko (2014) suggest that leaders' behavior,
attitude, and performance directly impacts employee engagement and retention. Leaders also
need to have the skill set to be flexible in their working environment because of intense
competition in the marketplace; situations will occur that will force the organization to change its
course. For an organization to be successful, it must have the resources that will help it adapt to
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the situation (Kaiser, 2010). Lastly, Jones (2015) states that a leader should have the skill set to
communicate effectively, motivate the team, be empathetic, and have integrity while having
confidence in themselves and in their teams.
Organizations are starting to understand that their supply of leaders and/or future leaders
does not match the demand (Terrell & Rosenbusch, 2013). With this imbalance of leaders,
organizations cannot afford to invest the resources in leadership development programs and not
achieve the desired results; this could potentially have a negative impact on the organization. As
stated earlier, leaders have an impactful role within the organization. Addressing the issue that
Terrell and Rosenbach (2013) mention, the imbalance and/or lack of leaders could be disastrous
for the organization because of the impact leaders have on the different aspects within the
organization.
This research will focus on how an organization develops its leaders and how leaders
within that organization transfer their knowledge from leadership training and development
programs to their working environment. There is not a specific model on leadership development
that addresses how leaders should be developed and how they should utilize their knowledge
within the organization (Maybe, 2013). The rest of this chapter will be organized in the
following manner: the background of the study, statement of the problem, purpose statement,
research questions, significance of the study, theoretical framework, assumptions, limitations,
delimitations, definition of terms, study overview, and reference sections.
Background of the Study
Leadership development is a high profile in some organizations. Often times, it is
considered part of the competitive strategy of an organization. Since 2013, leadership
development is among the top 5 strategies that organizations are addressing (Phillips, Ray, &
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Phillips, 2016). This entity of the organization requires a great amount of time, people, and
dedication to become successful (Fulmer & Goldsmith, 2001). Organizations want to ensure that
they are able to develop leaders for current and future state of the business. This varies from forprofit to nonprofit organizations, and from public to private organizations. Kraus and Wilson
(2012) state that as organizations grow, the need for leaders grows as well. This is where a
productive leadership development program can benefit the organization and the individual.
Organizations typically have within their leadership pipelines individuals that are high potential
with perceived leadership capabilities. These programs allow the individuals to develop their
skills through structured training and experiential learning practices (Kraus & Wilson, 2012).
Leadership development focuses on the collective leadership capacity of the organization;
the combination of leaders and followers working together to increase the shared leadership
capacity of the group and the organization (Day, 2000). This definition focuses on the individual
and the group. Both components must be in place in order to have leadership; if one component
is missing then true leadership is not being utilized. Morgan (2000) suggests that authors of
leadership development literature tend to remain committed to their ontological approaches
which in turn provide very little dialogue on leadership development. This lack of discussion has
stunted the progress in the field of leadership development. Since there is little dialogue between
practitioners and academics of the field, guidance for leadership development remains indistinct.
Some organizations have success in developing their leadership, but others have faced
substantial leadership underdevelopment. Furthermore, employees have stated that the
organization has failed to either recruit, develop, and/or maintain leadership within their own
ranks (Patel, 2013). Patel (2013) provides examples of underdevelopment leadership:
systematically insufficient training and education that an organization provides to its leaders and
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organizations not having developed mechanisms to adequately evaluate and measure their
leadership development programs. This has unmasked concerns that there is a systematic issue
within organizations that has an impact on the training of their leaders for current and future
opportunities. Patel states that different organizations continue to struggle with various
leadership development components because they do not have an adequate tool to evaluate and
measure their efforts and the efforts of the participants. This can cause significant issues in the
organization; if the organization is not able to measure the leadership development program, then
they will not have the capability of controlling it because they do not know what to control. A
question that can be asked by program administrators and participants of the program is how can
the leadership program be improved if there is not a baseline to be measured against? Another
question that could be asked by the organization is, how can it determine if participants are
achieving the goal if the organization does not have the capability to measuring outcomes?
Riggio (2008) suggests that for leadership development to have the maximum impact,
programs should focus on two different levels of learning simultaneously: the individual level
and the organizational level. In practice, many organizations focus on the individual (Riggio,
2008). As stated earlier, leadership development can provide benefits to the individual and to the
organization. Reaching the maximum potential of leadership programs will require the
organizations to place an emphasis on the outcomes of both the individual and the organization
to develop leaders for leadership roles.
Statement of the Problem
Leadership is widely taught by many organizations throughout the world. As can be
expected, there is diversity in the ways that leadership knowledge is transferred to individuals
within leadership development programs. Just as there is no single defined way to teach
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leadership, there is also not a defined way that leadership should be conceived by the individual
(Collinson & Tourish, 2015). With such diversity within the field, it is not surprising that
different teaching methods are also utilized in leadership training programs including lectures,
key-note speakers, case studies, narratives, coaching, and mentoring (Murphy & Johnson, 2011).
Leaders should be able to transfer what they learn from leadership programs to their
working environment. This includes applying their knowledge and skills to context and practice
within the organization. Rosch and Anthony (2012) state that one key reason that leadership
fails, even when they possess adequate knowledge, is not understanding what to do in real time
when a particular issue arises; this could be caused by a number of reasons including lack of
effective training, not understanding the context in which to use their knowledge, and/or not
understanding when and how to use these skills in their environment. A successful leader should
have technical, interpersonal, and conceptual skills; and the ability to apply these skills to their
working environment.
Leadership is widely recognized as a very important factor within an organization (Kim
& Thompson, 2012). There are multiple programs that provide leadership training.
Unfortunately, there is not a precise model concerning leadership development and the transfer
of knowledge of leaders to their environment (Doh & Quigley, 2014; Gill, 2012; Wart, 2013).
Maybe (2013) states that with such a variety of leadership development content available, it can
be difficult for an organization to decipher and decide which model would be most beneficial to
their employees and to the organization itself. This can be an issue for organizations that are
utilizing leadership development programs; how does the organization prepare its leaders and
how does the leader utilize the knowledge within the organization.
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Purpose Statement
The purpose of this qualitative case study was to understand how organizational leaders
transfer their knowledge from training and development programs into their roles within the
organization. This study was completed by conducting interviews of leaders within an
organization. The interviews provided the participants’ point of view on the training and
development programs they completed within the organization, and observations of the
participants within their working environment. This study focused on supervisor positions in an
organization that provides medical products to consumers within the southeastern United States.
Research Questions
The research questions that guided this research are the following:
1. What are the experiences in training and development programs that help employees
become leaders?
2. How do training and development programs influence mangers' leadership styles?
3. How do the leaders utilize the knowledge that was obtained from training and
development programs in their working environment?
4. How do leaders develop leadership skills for their current role within the
organization?
Significance of the Study
This study sought to understand how the organization, which is a distributor of medical
products, provides training and development for their leaders. The outcomes from this study are
multifaceted: the organization understood how knowledge is transferred from the leadership
development program to the working environment (this could help to establish best demonstrated
practices for training), the organization determined if their training and development programs
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are beneficial to the organization and the employee (this could help to determine if the
organization and/or individual are observing the expected return on the investment), and lastly,
this study provided additional literature and models that organizations can use for leadership
development programs.
Another outcome from this study was a better understanding of adult learning in the
workplace. Adult learners learn in a variety of environments. Therefore, this research focused on
workplace learning and the adult learning theories and strategies that has proven beneficial in the
field. Utilizing these adult learning theories and strategies within the workplace, more
specifically, leadership development programs was addressed.
Theoretical Framework
This section will discuss how leadership theories have evolved throughout the years.
Also, a brief discussion of theoretical frameworks will be provided as well as how these
frameworks were utilized in this study. Lastly, the worldview that was used in this study will
also be discussed.
A review of literature shows that leadership has evolved throughout the years. Initially,
leadership theories focused on the qualities of the leader, such as great person theory and trait
theory. Leadership theories focused on how the leader handled different situations within their
environment, a few examples are Ohio State and Michigan Studies, managerial grid and
leadership grid. In the late 1900s, leadership theories focused on how the leader interacted with
its team, for example, servant leadership and leader member exchange theories were developed.
With a variety of leadership theories that can be utilized in leadership development programs,
organizations will need to understand and decide which theories will be applicable for their
leaders. A more in-depth discussion on leadership theories will be provided in the next chapter.
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Brookfield (2010) provides an explanation of the terms theoretical and framework. A
framework of ideas that guides our practice can be called theoretical when it meets the following
conditions: (a) it generalizes beyond the case of individual experience (we compare our
experiences of dealing with racism in class with accounts of others), (b) it is predictive..., and (c)
it covers a whole category of events (as when a theory of motivation attempts to explain the
different reasons adults show up for learning). These theoretical frameworks are often implicit
rather than explicit. They are the benchmarks we use to assess whether we are doing good work.
Interpretivism assumes that instead of one truth being discovered from research, there is
the potential of multiple, socially constructed truths. Researchers that utilize the interpretivist
world view are interested in knowing and exploring specific subjectivity realities that exist
through the experiences and thoughts of the participants being researched (McKenna,
Richardson, & Manroop, 2011). While interpretivism is linked closely to constructivism in
terms of epistemology, it assumes that natural and social realities are different. Because of this,
different methods of research should be utilized. For example, natural sciences look for
consistencies in the data, social sciences often deal with the actions of the individual (Gray,
2014). This research seeks to understand the individual’s actions and experiences through
training and development programs to their roles within the organizations.
This study attempted to answer the research questions by utilizing qualitative research.
The qualitative research approach is used by researchers to explore and understand the meaning
of individuals and/or groups; this research involves questions and procedures, data analysis,
researcher interpreting the data, and a flexible written report (Creswell, 2014).
There are several worldviews that researchers utilize to complete their research. The
worldview that was utilized for this study was constructivism. Constructivists seek to understand
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the world in which they live and work. Through time, individuals develop subjective meaning
toward certain things (Creswell, 2014). The goal of individuals using this worldview is to rely
on the participant’s view on what is occurring within the study.
Assumptions
There are several assumptions that the researcher had while completing this research.
First, the participants of this research answered the questions from the interview and provided
examples if possible. Second, all the participants of this research had the same type of leadership
experience as others with the same job title. Third, the participants did not have any ulterior
motives and sincerely wanted to participate in this research. Lastly, the participants have been
provided the resources for leadership training by the organization.
Limitations
Case study research has benefits that has already been stated. Merriam and Simpson
(2000) provide some limitations that can have an impact on case study. First, case studies can be
expensive and time consuming; second, training in observation and interviewing techniques is
necessary; third, case study narratives tend to be lengthy documents which can make it difficult
for the audience to read; and lastly, findings from case studies cannot be generalized in the same
manner as findings from random samples.
Delimitations
The delimitations that will help the researcher to complete this study are provided in this
section. First, the participants are supervisors from different areas within the same distribution
center. Second, the participants have been with the organization for at least one year. Third, the
participants were observed in their current working environment. Fourth, the length of this study
lasted for approximately one month.
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Definition of Terms
The following definitions of terms will help the reader understand this study:
•

Case study. An empirical inquiry that investigates the following: a phenomenon within
its real-life context, a phenomenon when the context is not clear, and a phenomenon
when multiple sources of evidence are used (Yin, 1984).

•

Knowledge transfer. Practice of sharing knowledge and information from one
organizational unit to another (Wang, 2015).

•

Leadership. An influence relationship among leaders and followers who intend real
changes and outcome with collaborative efforts (Daft, 2008).

•

Leadership development. Focuses on the collective leadership capacity of the
organization; the combination of leaders and followers working together to increase the
shared leadership capacity of the group and the organization (Day, 2000).

•

Organizational development. Body of knowledge and practice that enhances the
organization's performance by aligning various systems within the overall system
(Anderson, 2015).

•

Organizational training. Training that is provided by the organization to achieve its
goals (Anderson, 2015).

•

Workplace learning. Learning where a change in behavior and/or consciousness occurs
within the organization (Fenwick, 2005).

Study Overview
This chapter introduced the research topic for this dissertation and addressed the
following areas: background of the study, statement of the problem, purpose statement, research
questions, significance of the study, theoretical framework, and the study overview. Chapter 2 is
15

a review of literature on leadership models, knowledge management, organizational
development, and adult learning in the workplace. Chapter 3 discusses the methodology of this
study and includes the data collection methods and data analysis methods utilized by the
researcher. Chapter 4 discusses the findings and themes that were observed from this study,
Lastly, Chapter 5 provides a summary, discussion, and implications from this study. The
dissertation concludes with a reference and appendix sections.
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Chapter 2
Review of Literature
Leadership is the one resource within the organization that can assemble all other
resources and have them working together to achieve the common goal of the organization
(Gerard & Jones, 2015). Since leadership is the one resource that can assemble all others,
organizations should ensure that leaders are prepared to complete this task. The purpose of this
research is to understand how organizational leaders transfer their knowledge from training and
development programs into their roles within the organization.
It can be difficult to pin-point one definition of leadership. If a person researches the
definition of leadership, they will get a variety of definitions. A few of these definitions are:
leadership is the power or ability to lead other people (Jones, 2015); leadership is providing
direction and/or guidance (Elwell, 2015); leadership is providing what the future should look
like, aligns people with that vision, and inspires them to make it happen despite the obstacles
(McGowan & Stokes, 2015); leadership is equipping, training and influencing one or more
followers who have diverse gifts, abilities and skills and focuses the followers on the
organization's mission and objectives causing the followers (Siewiorek, Saarinen, Lainema, &
Lehtinen, 2012); leadership is the process of influencing others by providing purpose, motivation
and direction to accomplish missions and improve the organization (Fallesen, Keller-Glaze, &
Curnow, 2011).
Among these different definitions, there are few aspects that are common throughout;
influence, leader, and followers. Influence is the active relationship among people that is
multidirectional and non-coercive; leader is a person who leads and/or commands a particular
group; if there is a leader, then there must be followers (Daft, 2008). These parts work together
17

to form leadership; organizations should have the capacity, which include the resources, to
develop and/or improve the quality of their leaders to achieve their organizational goals; this
should prove beneficial for the organization as it invest in its leaders. Leadership roles play a
pivotal part in the function and success of an organization (Doh & Quigley, 2014). It is
beneficial to the organization to ensure that it has leaders prepared to continue to lead the
organization; leadership development programs are resources that can help the organization
achieve this goal.
To understand leadership development programs, an examination of leadership theories,
organizational effectiveness, knowledge management and adult education will be beneficial.
The characteristics that are involved in leadership need to be examined as well. Also, it will
prove beneficial that the application of leadership is present within the organization because of
the resources that are directed towards this program and because of the desired outcome that
needs to be achieved for the organization to be effective and/or relevant (Wilke, Wilke, &
Vigilone, 2015).
It has already been stated in the prior chapter that organizations struggle with the
following as it deals with leadership development: issues with developing leaders; as the
organization grows, the need for leaders grow as well; leadership development as it relates to
leadership capacity; and organizations struggle with the application of its leaders in the working
environment. To address these issues in a leadership development program, examining
leadership theories, organizational effectiveness, knowledge management, and the concepts of
adult education and adult learning, can prove beneficial. Based on what has been discussed
already, one can assume that many organizations have a common thread: that is, they strive to
have people in leadership roles that have the knowledge and capability to help lead the
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organization to achieving its goals. It is evident that there is a need to identify the people,
theories, and practices that will make leaders successful in the organization and then take those
findings and apply to them to leadership development programs.
This chapter will examine leadership models, effective leadership, organizational
effectiveness, knowledge management theories, and adult learning theories that could potentially
have an impact on leadership development programs and this study.
Leadership Models and Theories
One of the challenges that an organization may face is understanding and deciding which
leadership models and theories will be used in the development of its leaders. There are many
options, and as stated earlier, there is not one model or theory that is the best and/or should be
chosen. It will be necessary to provide clarity on some of the mainstream leadership models and
theories and how they have evolved from the late 1800s to present day to get an understanding of
how and when to use these models. This will help in the discussion of determining which
leadership model and/or theory would be appropriate.
The great person theory of leadership (1888-1920). Hogg and Levine (2010) stated
that this theory goes back approximately 200 years. This theory attempts to answer the question;
are leaders born or made? The great person theory states that leaders are born and it is in their
DNA to be successful and heroic. Within this theory, leaders are superior to others and they
possess intellectual and social characteristics needed to be a leader. These leaders were usually
men with the following characteristics: intelligence, decisiveness, insight, imagination and
charisma (Hogg & Levine, 2010).
This theory espouses that individuals are born with certain characteristics that makes
them successful leaders. These characteristics help them to lead while shaping their environment
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around them. Great person theory explains that prominent leaders were born and deserved to
lead because of their natural ability and talent. There are two assumptions that this theory is
centered around: great leaders are born possessing certain traits and characteristics that will
enable them to rise and lead within their situation, and great leaders can rise when the need for
them is great. Furthermore, great person theory suggests leaders are born with the characteristics
that will set them apart from others around them. These characteristics helps them to assume the
role of power and authority. Great person theory suggests that success is from the internal
properties (traits) of the individual versus the external properties (environment). Andrew
Carnegie, John D. Rockefeller and Abraham Lincoln are examples of leaders who can be
classified as individuals that utilized the great person theory (Organ, 1996).
The trait theory of leadership (1948). This theory suggests that personal traits
influence leader emergence and effectiveness. The proposal from this theory is that certain traits
within individuals differentiate leaders from other individuals. Stodgill (1948) completed two
studies, one in 1948 and the other in 1974, which resulted in twenty-six frequently observed
traits that were grouped into the following categories: leadership skills of leaders, relationship of
leaders with groups, and personal characteristics of leaders. Based on this theory, leader's
behaviors become significant and leader demographic gender and traits become less significant
(Colber, Judge, Choi, & Gang, 2012).
Trait theory suggests that traits produce a pattern of behavior that are consistent with that
specific situation. Leadership traits are considered characteristics that are lasting and remain
constant over time. The trait theory can be applied to organizations in the following ways:
leaders have the ability to evaluate their position and in turn, provide information on how to
make the position more impactful. This theory allows for an in-depth understanding of the
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person's identity and how they will affect others within the organization. Also, the strengths and
weaknesses of the leader are identified. By acknowledging these strengths and weaknesses, the
leader gets a better understanding of their skill-set and the opportunities that they need to
improve upon (Fleenor, 2006).
The Ohio State and Michigan studies (1955). This research was focused on two areas:
concern for people and concern for production. This was due to the industrialization of the
nation at the time. The Ohio State study had two constructs: initiation of structure and
consideration. Initiation of structure suggest that leaders clearly define their own role and state
to the expectations to the followers. The consideration construct suggests that leaders take into
account the comfort, well-being, status, and contributions of followers. The University of
Michigan research had a continuum with one of the following at each endpoint: production
orientation (emphasis on the task and/or production) and employee orientation (emphasis on
concern for interpersonal relationships and needs of the followers). These two models were the
foundation for leadership theories that stated leader task and behaviors to be important in
organizational and follower outcomes and providing structure, production orientation, and caring
for their followers (Khan, 2015). From the Ohio State and Michigan Studies, three critical
characteristics of leaders were realized: leaders have task oriented behaviors, leaders have
relationship oriented behaviors, and leaders have participative behaviors. Leaders with task
oriented behavior planned and scheduled their daily tasks while coordinating activities with the
necessary resources; these leaders also work with subordinates in setting goals that are
challenging, yet achievable. Leaders with relationship oriented behavior focuses on tasks and
the relationships of their subordinates. These leaders are considered more helpful and supportive
of their subordinates; which includes helping with their career and personal problems.
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Relationship oriented leaders recognize subordinates by both intrinsic and extrinsic rewards,
including thanking them for their efforts. Participative oriented leaders share thoughts and ideas
with the team; decisions and problem solving are made at the team level. Most tasks are geared
toward the team. The role of the leader is to facilitate amongst the team to get the desired results.
The leader in participative leadership is responsible for the results, but does not involve
themselves with the intimate details of the tasks (Likert, 1967).
The managerial grid (1964). The managerial grid is used as a predictor of conflict
resolution and manager effectiveness. Blake and Mouton (1964) developed a grid with the X
axis describing the concerns for production and Y axis describing the concerns for people. This
theory is based on the fact that leaders should maximize attitude and actions that reinforce both
concerns. The managerial grid focuses on organizational goal setting, group development, and
interaction. The goal of using the managerial grid is to get the leader to a (9, 9) type manager;
which is the maximum focus on people and production (Bernardin & Alvares, 1976).
The managerial grid is based on two behaviors of individuals. The first behavior is the
concern for people. Being concerned for people is based on the leader considering the needs,
interests, and personal development of their team; these concerns are considered when deciding
how to achieve the goal. The second behavior is the concern for results. Being concerned for
results is based on the leader emphasizing objectives, organizational efficiencies, and high
productivity when deciding how to achieve the goal (Coleman, 1986)
Leadership grid. Using the managerial grid, the values of intuition and concern for
people were plotted. This resulted in the leadership grid being divided into 5 zones. These
zones are the following:

22

•

Zone I: Highly Intuitive and Very Concerned with People - It is unlikely that such
individuals are personally ambitious, or adventuresome; can contribute to the
organization under certain circumstances. Leaders within this zone are considered
impoverished leaders. This leader is mostly ineffective; the leader has a low regard for
creating systems and achieving the goal. The leader within this zone has very little
interest in creating, satisfying, and motivating a team environment. The results from this
type of leader are disorganization, dissatisfaction, and disharmony.

•

Zone II: Highly Intuitive and Very Self-Concerned - In this zone, there is doubt about
the concern for others. Selfishness is very strong and it can endanger the organization.
These individuals may misuse their resources within the organization for selfish gain.
Leaders within this zone are considered authoritarian. Leaders within this zone view
their team as simply a means to an end; the team’s needs are secondary, achieving the
goal is primary. The leaders within this zone has strict rules, policies, and procedures;
punishment is an effective way of motivating the team. Initially, the goals are achieved,
but low team moral and motivation takes over and it is a struggle to retain high
performers.

•

Zone III: Insufficient Vision and Very Self-Concerned - This zone is the most
unproductive because of a combination of lack of foresight and lack of planning. The
leader within this zone tries to balance the goal with the people; this is not effective
because of the compromise that is made within the team. Because of the continuous
compromise, the team will only deliver average at best results
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•

Zone IV: Insufficient Vision, Concerned for People, but Impractical - This zone has a
low degree of vision and intuition. Within this zone there is concern for people but
decisions are not able to be made that can be impactful to the team and/or organization.
The leaders within this zone are considered accommodators; they are concerned about the
team members' needs and feelings. The assumption is made that as long as the team is
happy and secure, they will achieve the goals. The results are a relaxed working
environment; because of this relaxed environment, productivity suffers because of a lack
of control.

•

Zone V: Practical, Reasonable, and Positive - This zone is centered with the leadership
grid. This represents a leader that is practical, balanced, and can be effective within the
organization. The leader within this zone is passionate about their work and passionate
about people. The leader is committed to the achieving goals, committed to the team
while achieving goals. The needs of the people as well as the tasks are prioritized when
developing a plan to achieve the goals. Leaders ensure that the team feels respected,
empowered, and committed to achieving the results. Lastly, these leaders provide the
resources to the team and collaborates with them in determining the production needs to
achieve the goals.
This theory is descriptive with a prescriptive style for the leader. By plotting the
concerns for people and concerns for results, this grid shows how placing too much of an
emphasis on an area can be devastating to the results and/or the team. This model
proposes that when the focus is on people as well as results, employee engagement
increases while the goals are being achieved. (Singh, 2009).
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Situational leadership. The situational leadership theory states that leaders should place
emphasis on being flexible with their style of leadership; this flexibility should be based on the
environment and the people within the environment. To achieve effectiveness as a leader,
followers should obtain their desired results. This requires that leaders adapt their leadership
style to match the follower’s level of readiness (Lou & Liu, 2014).
Within the situational leadership model, the relationship between leaders and followers
are analyzed. Each situation is analyzed based on the following: the amount of guidance and
direction that a leader should provide, the amount of emotional support a leader provides, and the
ability level that the followers reveal while performing specific tasks and functions (Lynch,
2015). Situational leaders utilize tasks as a mechanism to influence their followers to achieve the
desired results. Within different situations, the situational leader maintains an acute awareness
of leadership strengths and areas for improvement so that they can achieve the goals. The ability
to conduct effective coaching conversations with their followers is a strong characteristic of the
situational leader; this enables the leader to understand when a particular leadership style has a
high probability of success within that particular situation. Lastly, situational leaders have skills
and abilities to influence up, down, and across the organization by understanding when to be
consistent and when to be flexible (Lou & Liu, 2014).
When leaders are utilizing the situational leadership model, four contextual factors must
be addressed when assessing the situation. These factors include:
•

Understand the relationship between leader and the members of the group; social and
interpersonal factors play a role in determining which approach is best for that situation.

•

Understand the task itself; tasks can be complex or simple, but the leaders need
understand what the task entails.
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•

Understanding the level of authority, the leader has over the group; authority is given to
the leader by their position in the organization while others gain power through
relationships. Once this is understood by the leader, they can address the situation going
forward.

•

Understanding the maturity level of each individual within the team. Maturity is the
measure of the individual's ability to complete their task and their willingness to complete
the task.

By understanding these contextual factors in different situations, the leader can select the most
appropriate approach to achieve the desired results while getting the most out of their team
(Nevarez, Wood, & Penrose, 2013).
Servant leadership (1970). This theory focuses on the leader’s affinity to serve others.
The leader wants to serve others, which in turn will leave the world in a better place than it was
found. The focus of the leader is service to others as a leader, mentor and coach. Ten aspects
are associated with servant leadership: foresight, authenticity, love, sympathy, empathy, healing,
patience, consideration, communication, and development. Servant leadership places an
emphasis on selflessness; the needs of the followers are priority to the leader (Jaramillo, Bande,
& Varela, 2015).
Servant leadership suggests that a decentralized structure of leadership that focuses on
empowering and encouraging innovation of others. The decision-making power is shared with
employees who are involved with completing the tasks versus upper management making
decisions and forcing employees to comply.
Sendjaya and Sarros (2002) stated that the motivational element in servant leadership is
"I serve" versus "I lead." The primary reason why leaders exist is to serve first not to lead first.
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Another view of servant leadership that is offerered by these authors is the following: I am the
leader, therefore I serve. Servant leaders consider themselves as servants first and not leaders
first. These leaders can be viewed as natural servants who focus on not only doing the acts of
servants, but also being the servant. This theory implies that the leader-follower relationship is
more of a client-server, not supervisor-subordinate or master-slave relationship (Sendjaya &
Sarros, 2002).
Servant leadership advances the promotion of valuing and developing of people, practice
of authencity, and providing leadership for the goodness of the people tha are being led. Sharing
power with subordinates allows the individual as well as the organization to achieve goals by
putting first the common good of others, this in turn will allow for the leader to "serve" others
while achieving the defined goals.
Leader member exchange (1975). This theory provides a much deeper description of
what leaders should do for their followers. Within this leadership theory, the leader-follower
relationship has three phases: Stage 1 - S phase is consideration/relation perfunctory. Stage 2 - A
phase is consideration/relation is close to informality. Stage 3 - M phase is consideration/relation
is genuine and heartfelt. Leader member exchange is concerned with the affected and/or
effective impact of a relationship the leader has with its followers (Huang, Wang, Shi, & Xie,
2015).
Within the leader member exchange theory, leaders usually have a special relationship
with certain individuals within the team. These individuals usually have high level of
responsibility, decision making power, and access to resources. These "empowered" individuals
tend to work harder, more committed, and share in administrative duties; as a result, these
individuals are more committed to the leader. The individuals that are not "empowered" are
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given low levels of choice and influence. The leader within this model must balance the
relationship with the empowered and non-empowered. The empowered individuals are nurtured,
by being given different levels of power, so that they will not leave the team.
There are three stages in the leader member exchange theory: role taking, role making,
and routinization. Role taking is when members join the team and the leader assess their skill
and abilities. Based on the assessment, the leader offers opportunities that will both benefit the
team as well as fit their skill and capabilities while achieving the established goals. Next, within
the role making stage, the leader and team member have informal negotiations about roles and
what benefits and power will be given from the leader to the member. This in theory should
produce dedication and loyalty to the leader. In the role making stage, trust building is a priority.
If there is no trust, then the member will be considered as not being empowered. Lastly, in
routinization, a pattern of ongoing social exchange is established (Dansereau, Graen, & Haga,
1975). This theory is based on the team being challenged with a task that is extremely difficult
or extremely easy; the size of the group, resources available, and overall workload.
Full range model of leadership (1980). In this theory, the leader is placed at the center
of the processes within the group; whereas followers are influenced by the leader's actions.
Eight types of leaderships are a part of the full range model of leadership:
•

laissez-fair - managers avoid conflict and intervention

•

passive management - intervention when standards are not met

•

active management - monitoring follower performance

•

contingent reward - clearly identifying what needs to be done and giving rewards

•

individualized influence - becoming role model for follower and instilling pride

•

intellectual stimulation - encouraging follower to see the world differently
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•

inspirational motivation - providing an inspiring vision for followers

•

Individualized consideration - diagnosing and elevating the needs of the followers

From these eight types of leadership, three general types of leaders emerged:
•

laissez-fair - disengage / non-participative

•

transactional - passive management by exception, active management by exception

•

transformational - individual consideration, idealized influence

It was concluded that laissez-faire leadership is the least effective and transformational
leadership is most effective (Oberfield, 2014).
The full range leadership model is formed around two sections; the degree of activity and
degree of effectiveness. The activity section addresses how active and/or passive the leader is
towards achieving the goals; this shows the engagement and involvement in the leadership
process. The effectiveness section addresses the impact of the specific leadership style has on
team members, organizational performance, and internal motivation (Toor & Ofori, 2009).
A short description of a few types of leaders within the full range leadership model will
be discussed. The laissez-faire leader is mostly a hand’s off or absent leader. This type of leader
exhibits the following characteristics: avoid stance on issues, absent when needed, delays follow
up, and does not emphasize results. This type of leader creates confusion, conflicts, and has low
satisfaction among the team. The management-by-exception leader acts either before or reacts
after the situation has gone bad by pointing out what went wrong, threatening followers, and
punishing shortcomings and wrong doings by reprimanding the wrong doer. The managementby-exception leader has the following characteristics: intervenes only when goal is not achieved,
waits for things to go wrong before taking action, and reluctantly reacts to mistakes by the team.
The contingent reward leader utilizes rewards to obtain the desired behaviors. Characteristics of
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the contingent reward leader are the following: sets goals with the team that are specific and
measurable, states the rewards that will be given once goals are achieved, and monitors progress
towards obtaining goals and provide resources to achieve that goal.
In the full range leadership model, leaders demonstrate some characteristics of the
different leadership styles in different situations. This model provides a resource that allows
leaders to analyze different situations in isolation and in cooperation with others. By doing this,
leaders better understand which characteristics are appropriate for the specific situation. This
helps the leader to become successful in leading their teams in different situations (Oberfield,
2014).
Transactional leadership. This theory focuses on the leader creating requirements and
expectations that are clear and achievable. Subordinates are punished and/or rewarded based on
their performance of tasks. Transactional leadership is more inclined with keeping the
subordinates acting consistently, not necessarily trying to change the behaviors. Punishment and
rewards are an integral part of this leadership theory. The leader and the subordinates have
specified roles and each know their role within this theory (Caillier & Yongjin, 2017).
For transactional leadership, the leader is recognized as the person with total power.
Each subordinate relinquishes all power to the leader. The subordinate is only concerned with
following the leader. It does not matter that the goal is not achieved or even if the subordinates
are able to complete the task. The focus is that the subordinate follows the direction of the leader
(Caillier & Yongjin, 2017).
Within the early stages of transactional leadership, negotiation of the rewards are
discussed and established and the subordinate gives authority to the leader. After the early stages
have been completed, the leader directs the workload to the subordinate, regardless if they have
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the resources or capabilities to complete it. The leader is not concerned if the subordinate is able
to complete the task, they are only concerned with delegating the task and the responsibility that
goes along with it. When subordinates fail to complete the task, they are found at fault and are
punished, in reverse, if subordinates complete the task, then they are rewarded for doing so
(Daft, 2008).
Transformational leadership. This theory is focused on the fact that people are
motivated by the task they perform. In highly structured organization, this theory is more
successful. Subordinates within this theory place the needs of the organization before their
own needs. Subordinates are not in competition with each other, instead, they coexist within
the environment. Also, subordinates are given tasks that are both challenging and beneficial to
the organization. The leader within this theory tries to create changes in individuals and the
environment. Transformational leadership creates value and positive change within the
subordinates. A few tasks that the leader completes for their subordinates are: matching the
subordinates’ identity with tasks that will make them and the organization successful, being a
model team member, encourage subordinates to take greater ownership with their tasks, and
understand the strengths and weaknesses of their subordinates (Caillier & Yongjin, 2017).
Transformational leadership describes the tasks as urgent and need to be completed.
The leader within transformation leadership embodies a person that has good character and a
role model. The leader is the driving force for the organization as well as the team. The leader
typically embraces the following characteristics: intelligence, compassion, ethical, and
courage. The leader provides support to the team by offering resources that will help the
subordinates enhance their skills and well being within the organization (Daft, 2008).
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Within this theory, leaders are not able to arrive on a decision and subordinates are not
able to compete their tasks timely if any of the subordinates have aggressive and / or assertive
personalities. When the leaders and subordinates take considerable more time to make
decisions and complete tasks, this causes inefficiencies and ineffectiveness within the
organization. This can cause the team, as well as the organization, to be ineffective.
Emotional intelligence (1990). This theory states that emotional intelligence requires
effective awareness, control and management of one's emotions. The mixed model is
commonly used; this model consists of ability and traits of the individuals. The five major
components of this model are:
•

self-awareness - being aware of one's emotional response in a situation

•

self-regulation - when one is able to consciously turn an instinctive emotional response
into a lesser or even no response

•

social skill - conscious focused efforts to manage relationships

•

empathy - deliberate effort to take other's emotion into account

•

motivation - ability to propel ourselves to a specific goal

This theory ties in the fact that intelligence and emotions can influence behavior (Savel &
Munro, 2016).
Emotional intelligence is the capacity to understand, control, express, and manage one's
emotions and the emotions of the people around you; leaders who have high emotional
intelligence know how they fell, what these emotions mean, and how their emotions impact
others (Doe, Ndinguri, & Phipps, 2015). The five components within this model will be
addressed. Self-awareness is knowing your feelings and emotions and how they impact other
people; this includes having a clear understanding of your strengths and weaknesses. Self32

regulation is the ability to regulate oneself. This includes minimum verbal attacks, minimum
emotional decisions being made, and not compromising values of self and of others. Selfmotivated leaders could accomplish goals without the influence of others; they work consistently
towards their goals and have high standards and quality of work. Empathetic leaders can
understand the feelings of others; this helps the leader to challenge others that are acting unfairly
and provide constructive feedback. Leaders with social skills have the ability to communicate
effectively; this includes the ability to get their team to support their vision, mission, and/or
project. Leaders with social skills have the ability manage change and resolve conflicts
diplomatically (Ackley, 2016).
The benefits of utilizing emotional intelligence in leadership is that the leader has a grasp
on how their emotions and actions will impact the team. By understanding their emotions, the
leader will be better able to relate to and work with others; this will impact on how they will lead
and how successful the leader and the team will be.
Global leadership and organizational behavior effectiveness (2004). This theory is
divided into two dimensions: culture and leadership. Culture consists of power distance, team
oriented, participative, humane orientation, institutional collectivism, in-group collectivism,
assertiveness, gender egalitarianism, future orientation, and performance orientation. Leadership
consists of charismatic based, team oriented, participative, human oriented, autonomous and selfprotective. The global leadership and organization behavior effectiveness (GLOBE) leadership
model does not ask how to lead; it ask who is the "generic" group leader. This theory was
designed to compare the difference in culture and leadership of leaders to understand how the
two =correlate (Khan, 2015).
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Global leadership and organizational behavior effectiveness theory (GLOBE) addresses
the extent to which values and practices associated with leadership are a worldwide phenomenon
or local phenomenon. Within this theory, few of the following universal positives were realized:
trustworthy, motive arouser, and excellence oriented. Two universal negatives that were realized
were irritable and dictatorial. From these universal positives and negatives, the GLOBE team
stated that individuals think that effective leader's behavior are more influenced by the value they
place on the desired outcome than the perceive current realities; this suggests that leaders are
instruments for change within society. Another outcome from the GLOBE team was the
charismatic, team oriented, and participative leadership styles. Charismatic leader, which
contributes to substantial leadership, captures the leader's ability to inspire, motivate, and to
expect high performance based on their core values. A charismatic leader can be associated with
self-sacrifice, integrity, and performance oriented. A team-oriented leader emphasizes effective
team-building and the implementation of a common purpose for team members. Lastly, a
participative leader involves others in making and implementing decisions. The participative
leader is also associated with an outstanding leader (Khan, 2015).
The GLOBE theory provides values as it related to organizational practices, concepts of
leaderships, and human conditions. GLOBE suggests culture takes the place of primacy as it
deals with leadership; GLOBE has identified culturally endorsed leadership profiles that are
effective from around the world.
Authentic leadership (2007). This theory places an emphasis on building the leaders
legitimacy through an honest relationship with their followers; these followers value the input
from the leader and have already established an ethical foundation. Authentic leaders are
positive with truthful self-concepts who promote openness from the team. Trust builds
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enthusiasm; this helps to improve individual's and team's performance (Fusco, O'Riordan, &
Palmer, 2015).
Authentic leadership has some of the same characteristics as other positive leadership
models such as charismatic, spiritual, and transformational. Although they have some of these
characteristics in common, they are not necessarily transformational nor charismatic; authentic
leaders influence their follower’s awareness from a values and moral perspective. This allows
the followers, as well as themselves, to be energized by creating meaning of their reality (Avolio
& Gardner, 2005). Avolio and Gardner (2005) suggest that the main element that distinguished
authentic leadership from other forms of leadership is that authentic leadership is at the core of
what constitutes positive leadership in all forms. In authentic leadership, the focus is on
transparency, positivity, and high ethical standards; authentic leaders are expected to kindle
followers' self-concept (Avolio, Gardner, Walumbwa, & May, 2004).
A benefit of authentic leadership is that it enhances the relational engagement between
the leader and followers. This allows the leader to be able to maintain trust and unity among the
group. The authentic leader can then focus on empowering employees and guiding them on
tasks that will help to achieve the defined goal. Another benefit of authentic leadership is that it
allows the leader to build positive and rewarding relationships. The focus from the authentic
leader is on the development of the team, and on listening to the team's ideas and thoughts.
Typically, an authentic leader creates an authentic environment; this authentic environment does
not necessarily mean that everyone is happy or agree with each other. It means that members of
the team know their place and direction that the team was projecting (Berkovich, 2014).
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Organizational Effectiveness
Understanding and achieving organizational effectiveness should be the purpose of any
organization. This requires a great amount of effort from the organization to ensure that all
employees are maximizing their efficiencies, commitment, and lastly, sustaining motivation
(both intrinsic and extrinsic) to perform their tasks (Kataria, Garg, & Rastogi, 2013a). Fallon
and Brinkerhoff (1996) states that organizational effectiveness is an organization's long-term
ability to achieve consistently its strategic operational goals. What one would consider better
organizations are the ones that produce better quality products and services to their customers.
The measures that are in place to measure the effectiveness are productivity, adaptability, and
efficiency (Kataria et al., 2013a).
Current state and private sector organizational leaders, are presented many challenges
that may hinder how they effectively manage their resources. Not only is it required that leaders
attract and retain skilled and motivated employees, they must manage the expectations that the
organization has for these employees as well (Kataria, Garg, & Rastogi, 2013b). Leaders play a
vital role in the effectiveness in the organization. Thus, making it imperative that organizations
provide adequate resources for their leaders. This will directly and indirectly impact the
organization and its ability to achieve their goal.
The rest of this section presents the four main models of organizational effectiveness.
These four models are: goal approach, system approach, competing values approach, and
strategic constituency approach. Balduck and Buelens (2008) states that the issue of
effectiveness of the organziation are centered around these four models becuase of their effective
approaches that are contingent upon the specific type of situation that arises.
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The goal approach. The focus of this model is on the output to understand the operating
objectives such as profit, innovation and quality. In order to utilize this goal, a few assumptions
must be understood: there is a general agreement and commitment on the organizational goals
from all employeess involved, the amount of goals are limited and reaching these goals requires
certain resources, and the goals must be able to be measured accurately. This model is only
applicable when these assumptions have been met (Molnar & Rogers, 1976).
The goal approach model assumes that organizations are goal seeking, logical, and
planned. These are established to accomplish predetermined goals. This approach is focused on
the goal or "output" aspect of the organization; it measures if the organization achieves the
predetermined goals that have been established. Also, goal approach determines the effectivenes
based on the organization's internal objectives. Usually, predetermined goals include how much
profit was attain, efficiency maximazation, and resources utilization (Nadkami & D'souza, 2015).
A major constraint to the goal approach is that it can be difficult to identify comparable
and practical goals of the different entities within the organization. By not being able to identify
these goals can cause an issue for the organization. An organization's formal goals does not
always translate to the the goals that different entities within the organization establishes for
itself. Usually, an organization's goals are dependent on its mission and business philosophy.
Goals are dynamic. They change as time passes and as members of the executive team transitions
in and out of the organization. Another constraint is that short term goals are typically not the
same as long term goals. This constraint makes it challenging when assessing organziational
effectiveness. The goal approach assumes that there is a concurrence of goals throughout the
organization; since there are numerous goals and interests throughout the organization, a
consensus on goals is very difficult, usually not possible (Kumar, Jauhari, & Singh, 2016)
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The systems approach. This approach to organizational effectiveness views the
organization as an open system where inputs are gathered, the transformation process is engaged
and outputs are generated. Using this approach assumes that the organization is composed of
interatlated sub-systems. These systems must be in sync. If not, then the organization would not
function properly which would result in the goals not being achieved. The system approach
believes that the organization's survival depends on its employees having a good relationship
with each other because these same employees have the power to negatively and positively
impact the organization. The organization must have constant productive resources in order to
achieve the stated goals. If these resources are not available and/or not producing, then the
system will not funtion properly. The systems approach addresses the following:
•

Relationships within the environment are in place to ensure inputs and outputs are
available to achieve organizational goals.

•

Ability to be flexible to respond to the changing landscape.

•

Efficiently execute process; transform inputs to outputs in an efficient and effective
manner.

•

Clear and precise communication within the organization.

•

Understanding employee job satisfaction.
In theory, the systems approach focuses on the process by which the organization

achieves its goals. Yutchman and Seashore (1967) suggests that the five following advantages
can help the organization understand the resources and/or process required to achieve the end
result. These five advantages are:
•

Organization is a frame of reference.

•

Relationships between organizations are part of its mission.
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•

The framework can be utilized with multiple organizations.

•

Variability in measuring end results is allowed.

•

Guidelines for measuring organizational effectiveness is allowed (as cited in Nadkarni &
D'souza, 2015).
Within the system approach, the organization places priority on inputs versus outputs.

This approach views the organization's goal as trying to survive with limited and valuable
resources. The system approach assumes that the organization is a combination of subsystems
that are interconnected with one another. If any of these subsystems perform inefficiently, it will
have a negative impact on the whole system, which is the organization. A constraint of this
approach is that a greater amount of resources does not guarantee effective usage of those
resources. Also, it can be difficult within this approach, to identify an ideal amount of resources
necessary to achieve the established goal of the organization (Kumar et al., 2016).
The competing values approach. This approach assumes that there is no best
measurement while assessing organizational effectiveness. Organizations can be evaluated in a
multiple of ways. This approach assumes that employees within the organization have different
goals and values. Because of this, employees in the organization cannot come to an agreement
on which goals should be the priority and how to focus on them. The competing values approach
believes that diverse goals can be consolidated and organized into a holistic approach for the
organization. Three set of competing values are the drivers within this approach: flexibility over
control; flexibility and control are incompatible within the structure of the organization;
flexibility values innovation. Also within this model is the fact that emphasis is placed on wellbeing. This includes well-being of the employees and well-being of the organization. Obtaining
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both within this model is unachievable unless the goals of both are aligned (Kapetaneas,
Kastanioti, Lazakidou, & Prezerakos, 2015).
The competing values approach has two dimensions; organizational focus and
organizational preference for structure. Organizational focus is concerned with the well-being
and development of the people within the organization and on the well-being of the organization
as a whole. Organizational preference for structure is concerned with the disparity between
stability and control and flexibility and change. Human relations, open systems, rational goal,
and internal models are all outcomes from the two dimensions of competing values. Human
relations is concerned with flexibility and internal focus; it also stresses cohesion, moral, and
human resource development as criteria for effectiveness. Open systems focus places an
emphasis on controlling the focus, readiness, growth, and acquisition as being effective.
Rational goal stresses readiness, goal setting, and productivity as being effective for the
organization. Internal process places an emphasis on information management and
communication (Ikramullah, Van Prooijen, Iqbal, & Faqir, 2016).
The competing values approach believes that effective leaders can use different
leadership models in order to accomplish the goals. This includes leaders simultaneously
considering and balancing the competing demand represented by each goal. This approach can
also be used as a strategic tool for developing leaders. It can also be used to help organizations
to diagnose current culture and determine future culture. Lastly, the competing values approach
can be used to examine organizational gaps (Kapetaneas, Kastanioti, Lazakidou, & Prezerakos,
2015).
The strategic constituency approach. This approach involves the impact of the
organization on the interests of the stakeholders both inside and outside. Effectiveness is
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measured within this approach by observing the minimum satisfaction of all parts of the
organization; this includes employees, leaders, and stakeholders. It is understood that everyone
has different responsibilities but these responsibilities will lead to achieving the goal of the
organization.
The strategic constituency approach believes that everyone involved is focused on the
effectiveness of the organization; the environment as well as the organization are evaluated
against the goals. This approach takes into consideration social responsibility. The other
organizational effectiveness approaches do not factor in the social responsibility. This approach
is geared more towards academic and research organizations because they are supported through
public support.
Knowledge Management
Knowledge management is recognized as a valuable means for obtaining and utilizing the
collective intelligence and skills of employees to create organizational knowledge; also, having a
culture that places an emphasis on knowledge management improves productivity and enhances
performance (Brahma & Mishra, 2015). Leaders within an organization are responsible for
sustaining a learning environment that drives performance and a means to share knowledge
within the organization (Office of personnel management). Sustaining a learning environment
within the organization can be beneficial to the organization achieving its goals.
Knowledge is the capacity of an individual to gather and understand meaning which
leads to action that creates value for the organization (Massingham, 2015). Knowledge
management (KM) is defined as the representation, storage, transfer, transformation, application
of organizational knowledge. This definition can be compared to the first generation of
knowledge management where the emphasis is placed on how to capture and store knowledge
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(Jonsson, 2015). Jonsson (2015) states that for organizations to be successful, they have to
manage their organizational knowledge by storing and transferring it. The organization should
also share and learn organizational knowledge through social interactions in order to develop
new knowledge and to transfer it to others.
Brahma and Mishra (2015) suggest that an organization that is productive must learn
while it works. This will allow it to be able to adapt quickly to the changing environment.
Accordingly, leaders within the organization should value and encourage knowledge sharing.
This will help the organizations to be productive and achieve its goals.
Understanding and utilizing knowledge management within the organization can be
beneficial to the organization in the following ways:
•

increase productivity of the organization

•

increase the agility of the organization from a top-down perspective as well as a bottomup perspective

•

creates innovations from within the organization

•

knowledge value emerges with the balance of performance, behavior, and technical
factors (Brahma & Mishra, 2015).
Tseng (2010) completed a study within a Chinese centric society on the correlation

between the culture of the organization and the knowledge conversion within the organization
and the performance of the organization. The study's results provided insight on how the culture
within the organization enables knowledge to be converted and enhance to improve the
organization's performance; if the leaders within the organization can nurture culture and
knowledge sharing, workers can feel more comfortable learning which can improve creativity
and performance.
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Kruger and Johnson (2011) completed research on the connection of knowledge
management and organizational performance over three sectors in South Africa. The researchers
compared these two constructs across different sections. It was determined that six out of the
eight organizations that were a part of this research observed a positive correlation between
knowledge management maturity and organizational performance. This study shows that
knowledge management, when developed and utilized correctly, can have a positive impact on
the performance of the organization. Knowledge management is impactful to the organization.
Kamhawi (2012) completed a model that describes the standard work for leaders within
the organization. This model positions knowledge management as the spine of the fishbone.
This would be the first level output. This transitions to innovations, which is the second level
output for this model. These two outputs impact the ability of the organization to be agile in
different situations and also impacts performance. Kamhawi (2012) states that knowledge
management does not directly impacts performance, but it does impacts innovation and agility.
These two outputs directly impact the performance of the organization.
Chang, Hsu, and Yen (2012) completed research within an organization in Taiwan to
determine how knowledge management can improve organizational performance. The results of
the study showed that utilizing knowledge management effectively impacts knowledge
satisfaction, knowledge quality, and creativity of individuals and sectors within the organization.
Study results also showed that employees within the organization should utilize socialization,
externalization, combination, and internalization to generate new knowledge in order to complete
their task. The researchers also suggest that organizations need to ensure that systems are in
place to govern and sustain knowledge programs; these programs require leaders to be involved
in the sustaining and transferring of knowledge within these programs.
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Organizations should also understand the value of knowledge and intellectual capital it
possesses. This information can be used in the determining strategic planning related to
expenditure and income from new investments from different business models (Brahma &
Mishra, 2015). Brahma and Mirshra (2015) asserts that there are not many measuring scales
and/or metrics that are available to measure the value of knowledge management within the
organization; this could be something that organizations may want to invest in going forward.
Shroeder, Pauleen, and Huff (2012) conducted research on knowledge management
governance mechanisms that organizations can use to steer and control knowledge management
programs. The researchers' goals were to gain a better understanding of the systems in place that
organizations use to control and support the development of knowledge management programs.
The results of this research identified the range of structural, process and relational mechanisms
that are necessary for controlling knowledge management programs within the organization.
The research resulted in the development of generic knowledge management programs that
leaders can use to keep control knowledge management systems effectively and efficiently.
Knowledge management is focused on the processes and structures that will
systematically control knowledge within the organization. This should help improve
performance and competitive standing of the organization, assuming that there are resources in
place (Edvardsson & Durst, 2013). Edvardsson and Durst (2013) goes on to suggest that the
centrality of knowledge management within the organization should be the responsibility of the
individuals that recognize and understands the benefits and impact on the day to day operation.
Organizational learning. Organizational learning is defined as focusing on how
members within an organization learn, this process is then transformed into organizational
learning through practices and values to transfer knowledge and allow reflection and feedback.
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The emphasis on this particular learning is on how an organizational context can contribute to
increase learning and knowledge sharing of its employees (Jonsson, 2015).
Ugurlu and Kurt (2016) state that organizational learning impacts the organization's
ability to detect failures and to correct the course with actions plans so the failure will not occur
going forward; when this is aspect of organizational learning is not addressed, it will result in
repeated failures and lack of learning. As a part of organizational learning, organization
routines, which are regularly predictable behaviors that coincide with learning within the
organization, must be in place for learning to happen in the organization; these include proper
mechanisms that will allow employees to learn what is needed in order to be successful in the
organization.
Being able to solve problems within the organization is another aspect of organizational
learning. Ugurlu and Kurt (2016) concludes that organizations must have problem solving skills
to overcome problems that will arise that cannot be address from previous actions. Problem
solving is also a representation of the organization's ability to generate new knowledge as well as
ho this knowledge is applied to certain situations; this skill set allows the organization to
interpret new knowledge that is beneficial to its success.
Scanning, which is the ability of the organization to gather information from its
environment and to determine both opportunities and threats, is necessary for the generating and
developing of knowledge that is appropriate for the organization (Ugurlu & Kurt, 2016). Ugurla
and Kurt (2016) adds that knowledge obtained by conducting research on customers,
competitors, supplies, trends in technology, and regulatory policies is acquired through the
resources that the organization provides; this acquisition of knowledge helps the organization get
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a better understanding of the environment and what it needs to do to ensure that they are able to
obtain their goals.
Chatterjee (2014) argues that there are many obstacles that prohibit learning within the
organization, he goes on to say that:
If the obstacles are not removed, they may prove to be constraints to learning and
information exchange. The decline in organizational learning activities may lead to
impaired decision making, fall in innovation levels, or reduction in R&D (research and
development output. It shall be kept in mind that learning organizations are containers of
knowledge. Knowledge accumulates in organizations. And this is perhaps the first step
toward understanding KM—How to manage the accumulated knowledge? (pp. 24-25)
Knowledge is embedded in people and their interactions with their environment. As a
result of this, as people learn, their knowledge will change also. Because knowledge is based on
the experience of the person, the location that the knowledge was obtained and utilized can be
different as well (Kimble, 2013). Because of the issue of the variation of knowledge amongst
individuals, Kimble (2013) states that to resolve this issue, a shift was needed to change the
focus from individuals to communities; the transfer to communities implies that individuals share
the same set of common beliefs, share the same worldview which will help in the facilitation of
knowledge within an particular environment.
Adult Learning
There are many theories and concepts within the adult education field. The ones that
apply to this study will be discussed within this secion and how they are applied and utilized
within the working environment. In explaining the meaning behind adult education and its
significance, Lindeman (1989) stated the following:
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From many quarters comes the call to a new kind of education with its initial assumption
affirming that education is life - not a mere preparation for an unknown kind of future
living. Consequently, all static concepts of education which relegate the learning process
to the period of youth are abandoned. The whole of life is learning, therefore education
can have no endings. This new venture is called adult education - not because it is
confined to adults but because adulthood, maturity, defines its limits. (pp. 4-5)
To understand adult education, there must be an understanding of adult learning. This
includes the learning process of both individuals and in groups. Within the adult education field,
the following should be addressed to understand how the adult learner and learning takes place in
the environment: creation of open exchanges of information and the diversity of adult learning.
The complex exchange of creating and sharing knowledge of adult education and adult learning
includes the interaction of practice and an understanding of cultural. This includes indigenous
knowledge, critical reflection, and all aspects of adult theory, practice, and research. Adult
education is a diverse field and can take place in any venue. The field of adult education allows
flexibility for adult learners. This flexibility enables the adult learner to adjust and learn in many
different ways, including formal, informal and nonformal settings (Kasworm, Rose, & RossGordon, 2010).
Merriam, Caffarella, and Baugmartner (2007) noted that learning is not a product, but a
process that can take place across a variety of environments. These environments can vary from
highly structured to informal. Additionally, learning in adulthood can be distinguished from
childhood learning by considering the following: the learner, the context, the learning process,
and the configuration of learner in which learning takes place (Merriam et al., 2007). Typically,
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adults voluntarily learn wihtin a situated or social context, these contexts allows for learning
opportunities for adults.
The adult education field consists of adults who are involved in learnining within a
variety of environments. This includes nonformal learning, formal learning, workplace learning,
self-directed and transformational learning (Merriam et al., 2007). The different types of
learning in adult education can be distinguished by where and how they take place. For example,
community based learning, which can address literacy issues, can take place in libraires,
churches, and community centers. Another example of adult learning is nonformal learning.
This learning takes place in an organized setting such as training programs within the corporate
sector (Merriam et al., 2007).
Andragogy. Malcolm Knowles (1984) defined andragogy as the art and science of
helping adults learn. Knowles proposed several assumptions about the adult learner; these
assumptions are the following:
1. As a person matures, their self-concept goes from a dependent personality to selfdirecting.
2. Adults accumulates a reservoir of experience, which can be utilized as a rich resource for
learning.
3. Adults' readiness to learn is related to the developmental tasks of their social role.
4. Adults need to apply what they learn immediately; adults are more problem and subject
centered in learning.
5. Motivation is internal rather than external for adults.
6. Adults need to know "why" they are learning something to learn.
Knowles (1984) theorized that adult learners typically want to choose what they learn,

48

how they learn, and when they want to learn. Adult learners can obtain and utilize the
knowledge that they learn within their environments. This includes providing discussion and
utilizing resources for learning themselves and for others. The adult learner decides when
they are ready to learn. The decision to learn could be based on what they believe they need
to know in order to address different issues within their environment. Also, the immediate
application of knowledge obtained is necessary for adult learners to be successful; adult
learners will seek learning opportunities if they believe that it is beneficial for them. Both
internal and external factors contribute to adults wanting to learn, but the strongest
motivational factors are internal.
Merriam and Bierema (2014) provide a detailed discussion on each of the assumptions
that Knowles provided on andragogy. The discussions are as follows:
•

Learner's self-concept - within this assumption the implications are the following:
learners' environment is physically comfortable and adult oriented; psychological
climate of mutual respect and trust and embraces collaboration.

•

Experience - within this assumption the implications are the following: adult learners
are different then children learners. Due to this variety, it is important to use these
experience within the learning environment. Experience is often seen as the starting
place in instruction with adults; the facilitator can begin with experience and connect
this experience to new concepts.

•

Readiness to learn - within this assumption the implications are the following: social
roles of adulthood create the need to learn; this includes worker, spouse, parent and
community member. Adult social roles create opportunities to teach and learn.
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•

Problem centered orientation - within this assumption the implications are the
following: adult learning is more often problem centered with the desire for
immediate application. Problem centered learning is preferred by adults because it
requires more engagement and immediate application which helps promote learning.

•

Internal motivation - within this assumption the implications are the following:
adults are intrinsically motivated to learn; adults are internally motivated and selfactualization is the result.

•

The need to know - within this assumption the implications are the following: this
assumption builds on the motivation assumption. Adults can determine the
importance to learn something before they begin a learning activity, then they will be
more inclined to learn it (Merriam & Bierema, 2014).

In andragogy, the learner has complete control of how and where they learn through different
opportunities. These opportunities help the adult learner to experience different aspects
within different contexts; this allows the adult learner to experience growth. Andragogy
helps the adult learner to educate themselves. The methods in andragogy range from
independent situations to integrated instruction. This range allows for flexibility to learn, but
the adult learner must be in an environment that supports and values self-directed learning.
Lastly, adult learners need to surround themselves with other self-directed learning. This
helps the learner to learn new perspectives for different learners with applicable experiences
(Knowles, 1989).
Hansman and Mott (2010) state that the previous assumptions concerning adult education
are embraced by many adult educators in the field. Merriam, Caffarella, and Baumgartner
(2007) conclude that Knowles saw these assumptions as being the foundation to designing
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programs for adults. There were numerous implications concerning adult learning that were
drawn from these assumptions, including design, implementation, and evaluation for adult
learning activities.
Self-directed learning. Merriam and Brockett (2007) define self-directed learning as
adults taking control of their learning. Knowles (1975) defines the process of self-directed
learning as individuals that take initiatives to diagnose their learning needs, form goals,
identify resources, developing a plan, and evaluating the outcomes. Knowles (1975)
provides six steps in the planning of self- directed learning. These steps are: creating an
atmosphere of mutual respect and support; determine learning needs; determine learning
goals; determine resources; determine appropriate learning strategy; and evaluating
outcomes.
Merriam (2001) provides three perspectives as it deals with the goals of self-directed
learning, these perspectives are humanistic, transformational, and emancipatory. Within the
humanistic perspective, adult learners can increase their magnitude to be self-directed.
Another perspective on self-directed learning provided by Grow (1996) is that self-directed
learning is situational. An adult can be self-directed in one area, yet be dependent on others
in another area. Grow states that an adult learner can progress from a stage 1 learner which
is a dependent learner to a stage 4 learner which are self-directed. Grow goes on to state that
self-directed learning should be a part of lifelong learning. Hansman and Mott (2010)
explain that self-directed learning helps to promote the constructivist and contextual nature of
knowledge. Self-directed learning helps to advocate the self-directedness of adults' critical
skill in the global marketplace.
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Transformative learning. According to Mezirow (1991), transformative learning
begins when a person experiences a disorienting dilemma. Something happens where our
habitual views of the world are no longer the same. Mezirow states that by critically
reflecting on our assumptions, understanding the distortions and replacing them with new
assumptions is part of the transformative learning process. Mezirow (1991) goes on to state
that once adults go through this process, they will not return to their previous way of
thinking. Merriam and Bierma (2014) discusses transformative learning as a three-part
framework that consists of cognitive perspective, beyond rational, and social change. Each of
these parts will be discussed in the following sections.
The cognitive perspective deals with transformative learning when it is set in motion.
Mezirow (2000) states that this process which we transform already established references
and make them more inclusive, discriminating, open to change, and reflective so they can
generate beliefs that will justify our guide of actions. Mezirow (1991) describes the process
of transformative learning from the cognitive perspective as:
Transformative learning involves an enhanced level of awareness of the context of one's
beliefs and feelings, a critique of their assumptions and particularly premises, an
assessment of alternative perspectives, a decision to negate an old perspective in favor of
a new one or to make a synthesis of old and new, an ability to take action based upon the
new perspective, and a desire to fit the new perspective in to the broader context of one's
life. (p. 161)
The beyond rational perspective deals with the unconscious, emotions, relationships,
culture, and spirit (Merriam & Bierema, 2014). Dirkx (2001, 2012) view transformative
learning as accessing the unconscious world and incorporating it into our conscious being;
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emotions that are associated with the unconscious such as surprise and enthusiasm, which
can be called messengers of the soul, can be utilized to make learning more powerful, even
transformative. According to Dirkx (2012), the emphasis on unconscious is not to replace
the analytical process that has been associated with trasformative learning, but it can be
utilized to provide a more holistic way of framing the meaning making of contexts for adult
learning.
O'Sullivan (2012) provides a different point of vew in the beyond rational perspective; he
goes on to state that there is a connection between the universe, environment, and the human
world. O'Sullivan encourages holistical thinking; this means that our environment is
intertwined with each other. Everything within our environment plays a part in our
transfomative learning. Merriam and Bierema (2014) provide examples of this type of
interconnectedness in our environment: severe drought in India and melting ice fields in
Greenland are impacting the health of the planet. Also, these authors goes on to state that
these examples of beyond rational conceptions should be fostered and emphasize the use of
htis type of transformatoin to occur.
The social change perspective deals with the challenge and transformation of oppressive
structures in society; in order to understand social change, individuals must become aware of
power and oppression in their lives and then strive to correct these components (Merriam &
Bierema, 2014). Merriam and Bierema (2014) state that many educators are aware that
transformative learning can be observed as a social process. These authors go on to state that
it is more difficult to understand this process within transformative learning than it is on an
individual level; most transformative learning examples are provided by reports that are case
studies on community based development programs.
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Experiential learning. Merriam and Bierema (2014) discuss experience and learning as
follows:
This relationship between experience and learning is particularly prominent in adulthood
when we are engaged in a continual flow of activities in the private, public, and
professional spheres of our daily life. At the heart of adult learning is engaging in,
reflecting upon, and making meaning of our experiences, whether these experiences are
primarily physical, emotional, cognitive, social, or spiritual. (p. 104)
Boucouvalas and Lawrence (2010) state that experience is a natural part of life. They also
state that learning from experience is an action mediated through communication.
John Dewey is credited with providing an understanding of experiential learning within
the adult education field. Dewey (1963) stated that learning was a life long process that
involves applying and adapting their experiences to new situation; what a person learns in a
particular situation can be an instrument that can be utilized in situations of the future; this is
called the principle of continuity. Dewey explains that experience may produce a lack of
sensitity and responsiveness. The lack of these could result in resticted experiences in the
future; every experience builds upon the previous so this can be utilized within the learning
environment.
Tennant and Pogson (1995) discuss experiential learning from four levels. These levels
are prior experience, current experience, new experience, and learning from experience. A
brief discussion of these four levels will be provided.
The majority of adult learning does not happen in schools but through the experiences of
daily living. A beneficial way to connect new knowledge with knowledge that is already
obtained is to critically reflect upon prior expereinces so that the new knowledge can make
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sense and can be utilized going forward; this is the bridge between the known and the
unknown (Boucouvalas & Lawrence, 2010). Boucouvalas and Lawrence (2010) state that
most formal education begins with the introduction of concepts by teachers and textbooks.
Later in life, adults will apply these concepts that they learned previously into their current
experences. Experiential learning builds on the knowledge that has been created through
practice; the concepts seem to be less abstract because of the understanding and application
of the knowledge obtained. Adults have the opportunity to create structure of shared
experiencess by class discussions, simulations, role-play, etc. This is how adults form a
common knowledge base. Adults process new experiences as a group and this co-creates
knowledge (Boucouvalas & Lawrence, 2010).
Most times, learning does not occur until after the experience has occured, and after
adults process the experience. When adults share and reflect their experences with each
other is when individual experience take on a shared meaning (Boucouvalas & Lawrence,
2010). Boucoouvalas and Lawrence (2010) state that this shared meaning is necessary for
collective action to occur; adults should recognize how their experiences manifests itself into
learning situations. This can be helpful in the learning environment.
Kolb (1984) provides a model of for learning in experiential learning. Kolb (1984)
defines learning as a process of knowledge creation through transformative experiences.
Experience is at the core of learning. Kolb's (1984) learning model is based on two
dimenensions, taking in infomation and transferring information. These dimensions are
plotted together to create a circle of learning. This circle is then created into four areas which
represent the four stages that a learner goes through in order to process learning. These four
stages are concrete experience, reflective observation, abstract conceptualizing, and active
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experimentation. The first dimension of the experiential learning model ranges from
concrete experience to abstract conceptualizing. Concrete experience involves learning with
observing realitites and understanding the feelings that goes along with it. Abstract
conceptualizing is in the opposite dimension. Within this area, the focus in on ideas and
concepts. Examples are theories and abstractions. These can not be observed. The reflective
observation and active experimentation deals with observation, understanding, applying and
active experimentation. These dimensions helps the learner to pursue truth and to take on
action that will produce the desired results.
Chapter Summary
This chapter focused on leadership models and theories that are often used in leadership
development programs to create effective leaders. Reviewing the literature on leadership
development, a noticeable gap exists. This gap is the application of the leadership models to
the leaders' environment. With this gap, it can be difficult for organizations to determine
how to establish their leadership development programs so that it can be both beneficial and
effective for the organization as well as the leader. This study will seek to understand the
experiences of leaders within a leadership development program and how they were able to
apply knowledge obtained from these leadership development program to their working
environment. The chapter also focused on literature concerning organizational effectiveness
models that are utilized within the organization to achieve the goals established. Knowledge
management theories that are used to transfer knowledge were also discussed. Lastly, adult
learning theories were discussed, including andragogy, experiential learning, and
transformative learning.
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Chapter 3
Methodology
The previous chapter presented a review of the literature that showed how important
leadership is to the organization; literature also shows that with so much diversity in the field,
there is not one precise model that should be utilized by the organization to train its leaders. The
purpose of this research was to understand how organizational leaders transfer their knowledge
from training and development programs into their roles within the organization. The training
and development programs within this particular organization are contracted out periodically to
different organizations that provides training materials. The following questions guided this
single case study:
1. What are the experiences in training and development programs that help employees
become leaders?
2. How do training and development programs influence mangers' leadership styles?
3. How do the leaders utilize the knowledge that was obtained from training and
development programs in their working environment?
4. How do leaders develop leadership skills for their current role within the
organization?
This chapter will discuss the methodology of the study including research design, methods,
rationale, theoretical frame work, data collection, and data analysis.
Research Design
Research design is the plan and procedures that the researcher plans to use for their study;
this includes detailed methods of data collection, analysis, and interpretations of the findings
(Creswell, 2014). This research is focused on understanding how organizational leaders transfer
their knowledge to their roles in the organization. Specifically, this study sought to understand
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the individual's point of view on leadership training and development programs that are provided
by the organization. Creswell (2014) states that qualitative research seeks to understand the
meaning individuals ascribe to a social or human problem; researchers who engage in this
particular approach honors an inductive style, focuses on individual meaning, and rendering the
complexity of the situation. Therefore, a qualitative approach was selected for this research; to
understand how leaders transfer their knowledge from training and development programs within
the organization.
Merriam (2002) states that meaning is socially constructed by individuals in their
interaction with their world; this is the key to understanding qualitative research. The world is
not fixed or agreed upon. Instead, there are multiple constructions and interpretations of reality
that change over time; qualitative researchers are interested in understanding the interpretations
within a certain time and within a particular context.
Epistemology
Social inquiry is shaped by the assumptions about the process of knowing. Epistemology
can be viewed as the theories of knowledge that justify the knowledge building process that is
actively utilized by the researcher (Denzin, 2002; Gingeri, Barusch, & Cambron, 2013). The
epistemology the researcher utilized for this research was the constructivist worldview.
Constructivists seek understanding from the world in which they live and work; these individuals
develop subjective meanings from their experiences toward certain topics (Creswell, 2014).
Creswell (2014) states that the goal of a qualitative research using a constructivist epistemology
is to rely on the views of the participants to get their understanding of the environment being
studied. Constructivists believe that social processes are inherently influenced by human values,
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therefore it cannot be understood in universal laws and analytic analyses cannot explain the
observable phenomena (Hurt & Callahan, 2013).
The role of the researcher employing a constructivist worldview is to understand the
participant’s interpretation of the social phenomenon. The researcher must then interpret for
themselves the actions and intentions. The goal of all constructivist researchers is to understand
the human ideas, actions and interactions in their environment (Glesne, 2011). The purpose of
this research was to understand how organizational leaders transfer their knowledge from
training and development program into their roles within the organization; for this reason, the
constructivist epistemology was utilized.
Case Study Method
Yin (2014) provides circumstances in which the case study should be utilized, these
circumstances are the following: main research questions begin with "how" or "why." The
researcher has little or no control over behavioral events; and the focus of study is a
contemporary phenomenon, while Glesne (2011) states the following about qualitative research,
"case study research refers to the intensive study of a case, but what a "case" means can vary,
from one person to a village or from an event to a set of procedures such as implementation of a
particular program" (p. 22).
Yin (2014) provides a two-part definition to case study. The first part of the definition of
case study deals with the scope; an empirical inquiry that investigates a contemporary
phenomenon in depth within its real-world text and the boundaries between the phenomenon and
the context are not clear. The second part of the definition deals with the phenomenon and
context because they are not always distinguishable in real world situations; inquiry that copes
with the technically distinctive situation in which many more variables of interest than data
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points, relies on multiple sources of evidence with the data needing to converge in a triangulating
fashion, and benefits from prior development of theoretical propositions to guide data collections
and analysis.
Case studies help the researcher to develop an in-depth analysis of a case; these cases are
bounded by time and activity and the researcher collects detailed information about the event
during the specified time period (Stake, 1995; Yin, 2012). Yin (2014) goes on to say that the
distinctive need for case study research arises out of the desire to understand a complex social
phenomenon; the case study allows researchers to focus on the case and still retain a holistic, real
world perspective.
Stake (1995) states that researchers utilizing case study, are interested in people and in
programs; researchers are interested in their uniqueness and commonality; and researchers seek
to understand them. Case study provides an opportunity for the researcher to get an
understanding of the people within the context of their setting by learning how they function.
The researcher must have the willingness to put aside many assumptions while they get an
understanding (Stake, 1995).
Merriam (2002) provides a description on when to conduct a case study:
The process of conducting a case study begins with the selection of the "case". The
selection is done purposefully, not randomly; that is, a particular person, site, program,
process, community, or other bounded system is selected because it exhibits
characteristics of interest to the researcher...The selection depends upon what you want to
learn and the significance that knowledge might have for extending theory or improving
practice. Often, one must select samples within the case as for example when studying a
large patient education program, a corporate, or a school. (p. 179)
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Merriam and Simpson (2000) state that a case study is an intensive, descriptive, analysis
of a phenomenon or social unit (social unit could be individual, group, institution, or
community); a case study usually is concerned with investigating many, if not all variables
within a single unit. The case is bounded integrated system; the purpose of case study is holistic
description and interpretation by the researcher (Merriam & Simpson, 2000; Stake, 1995).
Yin (2014) states that a major step for the researcher is to determine if the case study will
be a single or multiple case studies; the researcher needs to decide if they are going to keep the
case holistic or to have embedded sub-cases with an overall holistic case. Yin (2009) provides a
description between a single embedded case study and multiple case studies. Research utilizing
the multiple case study method seeks to understand the comparison and contrasting of different
cases; the embedded single case method seeks to understand the main case. Yin (2014) goes on
to state that focusing on a single case will force the researcher to devote careful attention to that
particular case; if the researcher decides to utilize the multiple cases, then it may help to
strengthen the findings for the entire study.
Stake (2000) provides a description of the three types of case studies: intrinsic,
instrumental, and collective. Intrinsic case study is utilized to better understand a particular case;
instrumental case study is utilized to better understand by providing insight into an issue or to
reshape a particular generalization; collective case study is utilized when the researcher looks at
several case studies, this allows the researcher to investigate a phenomenon, population, or
general condition.
This research was a single case study. This case study was bounded by one specific
organization's distribution center within the southeastern United States and one particular
activity. The participants have the same job title and job functions within the same distribution
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center. Also, the participants have at least one-year experience with this particular organization
and have at least one direct report. This research was conducted for one month. A holistic single
case study guided this research.
Stake (1995) defines an instrumental case study as instrumental to understanding a
particular issue. The instrumental case study was utilized for this research; the leaders were the
instrument and the issue is understanding how leaders transfer their knowledge that was obtain
through training and development programs to their current roles within the organization.
Research Setting
The setting for this case study was a distribution center, which is a part of ABC Logistics,
located in the southeastern part of the United States. This distribution center provides medical
products to medical facilities such as hospitals and doctor's offices throughout the United States.
The distribution center is approximately 800,000 square feet and has approximately 200
employees. There are a variety of leadership positions within this distrbution center: supervisors,
managers, and directors. The focus was on leaders within the supervisor role.
Population
There are a total of 18 supervisors within this particular distribution center of the
organization. The supervisors within this organization that were selected have at least one-year
of experience as a supervisor within this particular organization. The supervisors have completed
the required training and development programs for organizational leaders. All participants have
at least one employee reporting directly to them. Also, all participants work at this particular
facility within the organization.
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Participants
Participants for the study were chosen through a purposeful sampling procedure.
Purposeful sampling assumes that the investigator wants to discover, understand, and gain
insight and therefore must select a sample from which the most can be learned (Merriam, 1998).
Participants for this study met the following requirements: they are supervisors with more
than one year of experience in leadership, they have completed the required leadership
development programs, have at least one direct report, and be over the age of 18. The Human
Resource Department provided the researcher with this information. All participants worked at
the same distribution center. IRB approval was requested from the University of Memphis IRB.
A consent form (see Appendix A) was provided to the participants so that their participation was
verified. The consent form explained the purpose of the study and how their participation
contributed to the study. The consent form included voluntary status for participation,
confidentiality, and the types of data that will be collected. Eight to 10 participants were
solicited to participate in the study. Creswell (2014) suggests between five and 25 participants
are needed for a qualitative case study. Eight is the minimum number of participants in this
study. This provided saturation for the case being studied. The participants were contacted
through email and a location was selected where they felt comfortable participating in the
interview. The participants were given pseudonyms so they were not able to be identified
through the transcribing and data analysis. The data was kept in a locked cabinet with only the
researcher having access. The data was destroyed after the research was completed. All
electronic data was password protected with on the researcher having access.
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Data Collection
Researchers gather facts, impressions, beliefs, and feelings that are related to the
phenomenon being researched in order to draw conclusions (Merriam & Simpson, 2000). Stake
(1995) states that researchers have great privileges and obligations: the privilege to pay attention
to data that they consider is worthy of attention and obligations to make conclusions from the
data to colleagues and clients. Data collection in a qualitative case study, can utilize three
different methods. These methods are documents, interviews and observations (Creswell, 2014).
Yin (2014) notes that researchers should not use individual sources for data collection. A major
strength of case study is the opportunity to use many different sources of evidence. The three
different methods of data collection that were utilized in this study were (1) document review,
(2) interviews, and (3) observations will be discussed in more detail in the sections that will
follow.
Documents. Within the case study, the most important use of documents is to
corroborate and augment evidence from other resources (Yin, 2014). Yin (2014) provides two
ways in which documents can be corroborated and augmented for that purpose. First, documents
are helpful in verifying the correct spellings and titles of people and organizations that may be
mentioned in interviews. Second documents can provide other specific details to cooroborate
information from other sources.
Merriam (2002) states that documents in qualitative research studies can be written, oral,
visual, cultural artifacts, public records (newspapers, minutes of meetings), personal documents
(personal journals, letters, e-mails), and physical materials. The benefit of utilizing documents as
a data sources is the fact that they already exist within the situation. Documents do not alter the
setting in ways that the presence of a researcher may cause nor do they depend on the
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coorperation of participants as does interviews and observations. Analizing these documents can
show insights and clues in the phenonmen that is being researched.
Creswell (2014) provides advantages and limitations for using documents. The
advantages for using this method are the following: enables researcher to obtain the language of
the participants; can be assessed anytime by the researcher; represents data that is of focus to the
participants; it saves the researcher time and expense of transcribing the data. The limitations
that Creswell (2014) describe are the following: requires researchers to search out information in
hard to reach places, in order to be used by computer, transcribing and/or optical scanning is
required, documents may be incomplete, documents my not be authentic or accurate, all
participants are not equally able to articulate and be perceptive, and information may be
protected information which may be availabe for use.
When utilizing documents, researchers need to have their mind organized yet flexible
enough to understand unexpected cues. The usefulness of these documents should be estimated
in advance and a tracking system should be in place to keep documents organized (Stake, 1995).
The training documents that were provided for each training and development program were
reviewed for this study. These documents included training booklets and feedback forms
provided by the instructors. The researcher also had access to these documents because he has
participated and completed the training and development programs that are required by the
organization. The documents reviewed provided specific topics that were discussed in the
training and development programs. The information within these documents were examined
and the participants were asked if the information provided within these programs were
applicable to their working environment. Also, the participants were asked to share any
documents that they believed related to the study. The documents provided were the ones that
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were utilize in the training and development programs. These documents included PowerPoint
presentations, awards, certificates, journals and other items the participant would wish to share.
This helped the researcher to understand the training programs better.
Interviews. Interviews are one of the most important sources of case study evidence
(Yin, 2014). A majority of the information that we can not observe from ourselves as researcher
will have to come from participants that have experenced what the researcher is tryign to
understand (Stake, 1995). Stake (1995) states that qualitative researchers take pride in
discovering and portraying multiple views of a case. The intervew is the main road to
understanding participant realities and experiences. Hancock and Algozzine (2011) state that
interviews provide significant amounts of information from an individual's perspective. Merriam
and Simpson (2000) suggest that an interview provides an additional dimension to the survey
data that a questionnaire can not. Interviews ensure that a face to face encounter will occure
between the researcher and the participant.
Interviews can be structured, unstructured, or semistructured. Questions that are
established prior to the interview and remain unchanged throughout the interview are called
structured interviews. Questions that may emerge during the interview that will add to or replace
existing questions is a semistructuctured interview. Questions that may develop through dialogue
and interaactions with the researcher leading is unstructured interviews (Glesne, 2011). Glesne
(2011) states that generally, qualitative studies begin with some interview questions but the
researcher remains open to reforming and adding additional questions as the interview
progresses. By conducting an interview, the researcher is allowed the opportunity to themselves
as well as the participant clarify, restate, and/or explain any answer that arises (Merriam &
Simpson, 2000).
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Interviews are an essential source of data for the researcher; interviews provide shortcuts
to prior history of particular situations which helps to identify other relevant sources of data
(Yin, 2014). According to Yin (2014), interviews also provide the researcher with personal
views, opinions, and attidudes from the participants. This will help the researcher to obtain a
true understanding from the participants perpective.
The researcher conducted semi-structured interviews and completed observations of the
participants in their working environment. The intervews were tentatively scheduled for
approximately one hour. The researcher allowed for flexibility if more time was needed. If the
all the information was not obtained within the timeframe, then a second intervew was scheduled
at a later date. The semi-structured interview guide is included in Appendix B. An electronic
voice recorder was used during this research as well as pen and paper to take notes throughout
the interview. The participants were contacted through email with the proposed time and
location of the interview. The interview was conducted in the participant's office and was
scheduled for approximately an hour.
Observations. A case study should take place in the real world setting of the case. This
provides an opportunity for the research to observe the participant in their environment (Yin,
2014). The purpose of observations is to work towards the researcher obtaining a greater
understanding of the case being research (Stake, 1995). Stake (1995) states that the researcher
needs to obtain observations that are pertinent to the issue being research. Researchers can only
look at a few aspects, because of this, researchers need choose opportunites identified partly by
issues that will help in making the researcher better acquanted with the case.
Creswell (2014) provides four types of observations. First is the complete participant
observation, this is where the researcher conceals their role. Second is observer as participant,
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this is where the researcher's role is known. Third is participant as observer, this is where the
researcher's role of observing is secondary to participant role. Lastly, is the complete observer,
this is when the researcher observes without participating. Glesne (2011) provides discussion on
the different types of observations:
You can think about...observation as ranging across a continuum from mostly observation
to mostly participation. It can be the sole means of data collection or sone of several.
Althouth your actual participant-observer role may fall at any point along this continuum,
you will most likely find yourself at different points at different times in the data
collection process. (p. 64)
Merriam and Simpson (2000) goes on to discuss observations even farther:
Viewing events and behavior of people is not just an alternative method of getting the
same type of infomation that research participants could give in response to an interview
or questionnaire. Observational data is directly related to typical behavioral situations:
that is people are seen in action. Because participants are frequently unaware of their
behavior, having to recall or recound teh past is not as productive as observing their
behavior directly. (p. 154)
While conducting observations it is suggested that the researcher completes the following:
observe everything that is happening (make notes without narrow specific regard for research
problem), study the setting and describe it in words (how does it smell, how does the setting
change from place to place), take notes of the participants in the setting (age, gender, social class,
ethnicity, etc.), take notes of events (differentiate between special events and daily events), and
lastly, take note of their gestures (Glesne, 2011). The following are questions that Merrian and
Simpson (2000) suggest the researcher ask before conducting observations:
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1. What should be observed?
2. How shold the observation be recorded?
3. What procedures should be used to try to ensure the accuracy of the observation?
4. What relationship should exist between the observer and the observed, and how can
such a relationship be established? (p. 155).
For this study, the supervisors were observed in their working environment, which is the
distribution center. The observations were recorded using the observation guide. To ensure
accuracy, triangulation between interviews, observations occurred.
The observations took place in the "field." The field is defined as the distribution center
for this research study. The observations of the leaders completing part of their daily fuctions
was observed. The following tasks were observed: team meetings, interactions with team, and
coaching opportunites with the team. The observations were complete observer; the observer
conducted the observations without participating in any functions within the environment. The
observation were scheduled for 1 hr. If additional time was needed, then it was scheduled with
the participant at a later date. The relationship between the researcher and the observed is a
working relationship.
Data Analysis
Glesne (2011) states that data analysis includes organizing what the researcher has seen,
heard, and read so they can understand what was learned and make sense of what they have
experienced. Analyzing the data gives the researcher the opportunity to view the phenomena
from the participants view point and create explanations of what has happened; this allows the
researcher to make sense of the data. Data analysis will go hand-in-hand with the data collection

69

process and the text image data are so dense and rich that not all of it will be used in a qualitative
study (Creswell, 2014).
There are several forms of data analysis, a few of the forms are the following:
•

Conversation analysis. "studies are talk in everyday occurrences; thus these data are not
obtained through interviews but through tape or video recording of conversations"
(Glesne, 2011, p.185).

•

Narrative analysis. "may be collected in situ by tape recorder or video or through
interviews. If obtained through interviews, teh process is generally one of asking broad,
open-ended questions" (Glesne, 2011, p.185).

•

Semiotics analysis. "focus is on how signs create or evoke meaning in certain contexts"
(Glesne, 2011, p.186).

•

Thematic analysis. "focuses analytical techniques on searching through the data for
themes and patterns” (Glesne, 2011, p.187).
Creswell (2014) provides six steps on data analysis in a qualitative research; the six steps

are the following: first, organize and prepare data for analysis. This should include
transcribing interviews, typing field notes, cataloguing, sorting, and arranging data into
different types. Second, read all the data; the researcher should be asking what general ideas
are the participants saying, what is the tone, what is the impression and use of the
information? Third, start coding the data; the researcher should organize the data by
bracketing chunks. Fourth, use the coding process to generate a description of setting and of
the people. Fifth, advance how the themes will be represented in the qualitative narrative;
narrative passage should be utilized to convey the findings of the analysis. Lastly, the data
needs to be interpreted so the researcher can determined lessons learned (Creswell, 2014).
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The information from the data collection will be broken into manageable chunks. From
there, axial coding took place. The purpose of axial coding was to determine and integrate
the codes around categories and looking for relationships between them. The purpose of
coding was to look for certain themes amongst the participants. Observations and documents
were utilized to verify and justify the data collected from the interviews.
Trustworthiness and Reliability
Researchers recognize the need of being accurate in measuring data but also being logical
in interpreting the meaning of those measurements. Researchers utilizing case study have the
same expectations as others who use different methods (Stake, 1995). Qualitative
trustworthiness is when the researcher checks for accuracy of the findings (Creswell, 2014). The
list below include options that researchers utilize to validate their findings:
•

Triangulate different sources of data to build a coherent justification for themes; if
themes are established based on converging several sources, then triangulation can helped
to validate the study. Triangulation occured witin this study by comparing documents,
interviews, and observations. Also, triangulation occurred by comparing the responses of
the different participants to the same questions.

•

Use member checking to determine accuracy of the qualitative findings through taking
the final report to participants and determine if the participants think it is accurate.
Member checking occurred by providing a transcript to the participants for data
confirmation. Also, the researcher provided the participants with the findings and
interpretations to verify if that is actually what they are trying to convey.

•

Utilize rich, thick description to convey findings; detailed descriptions can transport
readers to the setting and shared experiences.
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•

Clarify bias that the researcher has. Self reflection creates open and honest narrative that
may resonate with the reader.

•

Spend prolonged time in the field to developed an in-depth understanding of the case.

•

Utilized peer debriefing to enhance the accuracy of the account; this involves locating a
peer debriefer who reviews and asks questions about the study so it can reasonate with
people other than the researcher. Peer debriefing occurred by utilizing persons that are
not familiar with the study. This will provide unbias feedback to the researcher.

Yin (2014) defines reliability as the consistency and repeatability of the research procedures
used in a case study. Creswell (2014) suggest the following for checking reliability of a research
study: ensure transcirpts do not contain obvious mistakes; ensure that a drift in the definition
codes does not exist; lastly, cross check codes developed by dfferent researchers by comparing
results that were independently derived.
Pilot Study
A pilot study was completed based on this research. The pilot study consisted of four
supervisors that participated in this study. Of these four supervisors, 2 were male and 2 were
female; all four were African American. Two have Bachelor of Science Degrees, and the other
two are working towards a Bachelor of Science degree. All participants have at least one year of
experience as a supervisor within this particular organization. All participants have completed
the required training and development programs for organizational leaders; all participants have
at least one employee reporting directly to them; and all participants work at this particular
facility within the organization.
This pilot study utilized a qualitative case study method. Purposeful sampling was used
to recruit supervisors within a logistics organization. Data were collected from observing the
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leaders in their working environment and from completing one interview with each individual
using a semi-structured interview guide and observing them in their working environment.
The data collected from this pilot study were analyzed using thematic analysis and the
findings were categorized into the following three themes: (1) training is not applicable, (2) the
lack of information on how to apply what was learned to the working environment, and (3) the
lack of follow up from the course. These themes show that the participants are not able to
transfer what they learn to their working environment, either because the information was not
applicable or they did understand how to apply the information.
Subjectivity Statement
The subjectivity statement is provided so the researcher can relay the related experiences
of the study to the audience. The purpose for this is to provide transparency to the audience about
background and experiences.
As a researcher, I would consider myself a social constructivist. Creswell (2014)
explains that social constructivists believe that individuals seek to understand the world in which
they live and work. When I am in my working environment, which is a distribution center, I am
constantly asking myself, "why do we do this?" and "what benefit will it bring?" As a researcher
engaging in a case study on how organizational leaders transfer their knowledge from training
and development programs into roles within the organization, I have multiple experiences within
training and development programs that have helped me shape my view on these types of
programs.
I have been a supervisor for approximately 10 years; four years with one organization and
six years with another. Within this 10-year period, I have taken a multitude of training and
development programs for leadership both within and outside of these two organizations. I have
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also completed training and development programs that have enhanced my soft skills (i.e.
presentation skills, interviewing skills, etc.). I have also taken on leadership roles on different
committees within these two organizations (safety committee, rebranding committee, new hire
orientation committee). I have also been given tasks by the organization to train new supervisors
and managers in their roles within the organization.
I started out as a supervisor at the age of 24. During my first year as a supervisor, I
determined that I lacked the necessary skills and knowledge to be a good leader. This is why I
decided to complete a graduate program in general management from Embry-Riddle
Aeronautical University. Two years later, I received a M.S. degree in the field. From there, I
willingly volunteered to take leadership development programs that were provided by each
organization that I worked for.
Also, I have participated with the potential participants of this study, in the same
leadership development programs as they have and even during the same time with some. This
should help me with the data collection as I would know what type of questions to ask and what
documents to ask for. Also, it will give me an opportunity to ask questions on particular aspects
that I am unfamiliar with or have questions about. I have also worked in the same environment
as the participants.
Chapter Summary
This chapter included a discussion of the research methodology that was used for this
study. This chapter also included the purpose of the study, research design, data collection and
analysis, validity and reliability, assumptions, limitations, delimitations, and a subjectivity
statement from the researcher.
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Chapter 4
Findings
Overview
The purpose of this case study was to understand how organizational leaders transfer
their knowledge from training and development programs into their roles within the
organization. The following research questions guided this study:
1. What are the experiences in training and development programs that help employees
become leaders?
2. How do training and development programs influence mangers' leadership styles?
3. How do the leaders utilize the knowledge that was obtained from training and
development programs in their working environment?
4. How do leaders develop leadership skills for their current role within the
organization?
This chapter presents the findings that were generated from data collection. The purpose
of this study and research questions will be reviewed. A brief description of the participants will
be provided, including their working environment and their perspective on leadership
development programs and how that knowledge is applied to their working environment.
Participant Background
This case study explored how organizational leaders transferred their knowledge that was
obtained from training and development programs, more specifically, leadership development
programs, that were provided by the organization to their roles within the organization. The
organization that was studied was ABC Logistics, which is located in the southeastern part of the
United States. At ABC Logistics distribution center, the goal is to receive medical products into
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the facility and ship medical products to their customers, based on orders provided by customer
service. There were eight supervisors that participated in this study. Of these eight supervisors,
5 were male and 3were female; 7 were African American, and 1 Caucasian. Four have Bachelor
of Science degrees; two are working towards a Bachelor of Science degree; the other two have
no interest in obtaining any type of postsecondary certificate or degree. All participants have at
least one year of experience as a supervisor within this particular organization. All participants
have completed the required training and development programs for organizational leaders, all
participants have at least 1 employee reporting directly to them, and all participants work at this
particular facility within the organization. These individuals were the first to respond to the
initial email that was sent out requesting participation. There was not an attempt to solicit
participants from a particular department, particular background, or particular employees
reporting to them. Table 1 provides a description of the participants.
Table 1
Demographics
Sex
Degree

Experience

Male: 5
Female: 3
Bachelors of Science: 4
Working Towards Bachelors of Science: 3
No Degree / No Plans to Obtain: 2
Less Than 5 Years: 2
5 - 10 Years: 4
11 or More Years: 2

The primary data collection for this study was open-ended interviews. The interview
guide prepared for this study provided some structure to the interview. Mostly, the interviews
were treated as an informative dialogue between two individuals. The participants were
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encouraged to provide any supplemental data that would help the researcher to get a better
understand of their experiences.
A brief introduction will be provided for each of the participants, their working
environment, and their perspective of the phenomenon being studied. Some of the descriptions
of the participants have been modified for the person and/or their working environment. This is
to prevent identification of a participant and to maintain confidentiality. The stories and quotes
from each participant are reported as it was spoken, except for the removal of er and um and the
repetition of you know. This can make the transcript very difficult to read and follow along.
Christian. Christian has a nonchalant demeanor. Christian listens very closely to what is
being said before providing a response. Christian is clear and concise with the delivery and
message to the team. When in a meeting, Christian asks the team if they are clear on the
information and direction that has been provided to them. If they are not, Christian has repeated
the information in a different way to try to make it clear to the team. Christian's hands are often
in motion when Christian is providing information to an audience. Christian has been with this
particular organization for approximately two years. Prior to Christian's employment with this
organization, Christian was a supervisor at another organization for three years. Christian is
responsible for the outbound department. That is, Christian's team ships directly to the customer.
Christian has completed leadership development programs at both prior and current
organizations. Christian provided a perspective on leadership development:
I understand that people are not born leaders, but it is important that they have some type
of skill set in order to be successful. What I believe a leadership program should do is
build upon the leadership qualities that a person already has.....if you don't have the
qualities to be a leader, then you are wasting your time participating in a leadership
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program. Sometimes leadership programs give information that you can't use on the
floor [work area]. They give you a bunch of stuff and don't tell you how to use it. Very
rarely does situations happen as they say it's going to and that is difficult to use the
training on the floor [work area].
Christian has professional attire on; dark slacks and a polo shirt with the organization's
name embroidered on it. Christian is very approachable. Throughout the time observed, the team
would come to Christian to discuss different situation and/or issues that they were unclear and
needed direction on. It appears that the team did not have a problem speaking with Christian and
Christian did not have a problem leading the team.
Taylor. Taylor does not say much, but when something is said it is short, precise, and to
the point. Taylor is short in stature and was wearing blue slacks and a button-down shirt. Taylor
has been with this organization for 5 years. Prior to coming to ABC Logistics, Taylor was in a
different profession. That profession did not include a leadership position. Taylor is constantly
walking the work area to observe the team to ensure that they are following the processes that
have been put in place by the organization. Taylor is responsible for the inbound area. That is
product sent from the manufacturer to the distribution center. It is then placed in storage until
customer’s order against the product that is in storage.
Taylor appears to be very knowledgeable about the inbound operation. The team also
appears to be very knowledgeable about their work area as well. As Taylor walked through the
work area, every employee was asked if things were going well or if they need assistance. All
the employees stated that everything was going well.
Taylor acknowledges that being a good leader for the team takes time: "I was not able to
lead successfully when I first started. Everyone thought I did not know anything about
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distribution." Taylor stated that as the team become more comfortable with Taylor and as Taylor
became more comfortable with the process and the team, the team began to "gel." Taylor is
constantly trying to gain an understanding of the processes and a better understanding of the
team. Taylor states the following about leadership development programs:
It is important to understand your people before you can be a good leader to them. Some
of these programs [leadership development] does not provide any information on how to
learn your people, you know, what makes them "tick." I think I have learned more
outside of the training [leadership development] than I have inside the training on how to
be a good leader. This stuff takes time and if you believe what they tell you in the
training programs, you may set some unreal expectations for yourself and then you will
fail because those expectations are unreal. Nobody ever tells you that; you have to
succeed or fail on your own.
Avery. Avery is calm and mild-mannered. A is smiling throughout the day. Avery is
dressed in casual clothing. Avery has on blue jeans, athletic shoes, and a shirt with two buttons
that is not tucked into the pants. Avery is responsible for the inventory of the distribution center
and the accuracy of inventory from an inbound and outbound perspective. Avery has been with
the organization for approximately 15 years. A started out in an entry level position and worked
up to becoming a supervisor. Avery has worked in every department within the distribution
center as either an hourly employee or as a supervisor.
Avery interacts with the team throughout the day. The team jokes with A and each other
many times throughout the day. It appears that A's team enjoys Avery and feel comfortable with
Avery as their leader. Avery is very knowledgeable. Employees from different teams ask Avery
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questions so they can get an understanding and/or clarification of certain processes. A brief
perspective from Avery's point of view on leadership development programs are the following:
These programs look good on paper...they tell you what you should do and how the
employee will respond to your actions. Unfortunately, things don't always go according
to plan. When things don't go how they say it should go, you don't have anyone that can
answer questions or give you guidance. I understand the intent of the class, to give
people the tools to do the job. But, once you leave the training, it is totally different on
the floor [work area]. People have attitudes, people don't want to listen, people don't
care, I could go on and on. The training doesn't tell you how to address those types of
situations. They [organization] think that once you complete this training then all of a
sudden you are a good leader. Nope, doesn't work like that.
Casey. Casey’s appearance is very professional, wearing black slacks and a long sleeve
shirt. It appears that Casey speaks nervously when in front of the team. Casey has been with the
organization for approximately seven years. Casey is responsible for a third-party customers'
inventory. Casey only deals with this one particular customer. Casey has been a supervisor for
two years. All two years have been with the same department. Casey is knowledgeable about the
processes and is very knowledgeable about the particular customer this is assigned to the team.
Casey is mostly in the office. On a few occasions Casey will go to the work area and check on
the team. This includes following up to ensure they are following established processes, they are
in their assigned work area, and to answer any questions they may arise. Casey is mostly calm.
When in a one on one or small group discussion, Casey provides information with ease. When
Casey is in front of the group, it appears that Casey is struggling a bit to provide information. It
was observed that when an employee asked Casey a question in a group setting, Casey could not
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provide a concise answer to the question. Casey would stutter and stammer while providing
information to the team.
When I think of leadership development programs, I think of programs that will help me
be the best leader I can be. I think these programs should include how to communicate,
critical thinking, networking, negotiation, human behavior, and conflict resolution.
These are things that I believe are able to be used in any leadership position and in any
organization. The leadership programs provided by [ABC Logistics] doesn't really
provide me with everything I need to be a successful leader to my team. Some of the
things they provide, like tips for handling certain situations, are beneficial on a smaller
scale but I don't think that it will take me to where I want and need to go. That is my
struggle, I'm not sure that I am being provided all of the resources needed to make that
jump to the next level.
Bailey. Bailey appears to be anxious. Bailey's hands are rubbing the top of Bailey's head
at the moment. Bailey has a small amount of perspiration on the forehead. Bailey is observing
the team as they divide their responsibilities amongst each themselves. Bailey has just provided
directions to his team about the goals of the day and the timeline that each tasks needs to be
completed. Bailey is standing to the side waiting to see if any of the employees have any
questions or need further directions. Bailey has been with the organization for approximately 10
years. Bailey has been responsible for two different departments, Inbound Department and
Outbound department within this organization. Bailey has been a part of several evolutions of
training and development programs during the 10 years of employment. Bailey did not
participate in any leadership development programs prior to working at this organization. Bailey
provided a perspective on leadership development:
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I think that every employee needs development, including leaders. Sometime this
position [supervisors] is taken for granted. We [supervisors] do not know it all. We are
human and we have flaws and we don't know it all. Leadership programs provide us
[supervisors] the opportunity to learn and develop new skills. I, for one, appreciate that
[ABC Logistics] provides us the opportunity to develop and work with one another
outside of the floor [work area]. Many people I talk to that work with other companies
don't offer this type of opportunities for their supervisors and managers to take......this
shows that they care about the employees and want them to succeed. I think that it is
good that programs [leadership] are offered and are required for the position [supervisor].
Bailey is dressed professionally. B has on dark slacks and a shirt with the logo of the
organization on it, which was provided by the organization. Bailey is approachable and the team
enjoys having conversations amongst each other. Bailey tells jokes often to try and get others to
smile and laugh. It appears that Bailey has a good rapport with the team.
Jordan. Jordan appears to be passionate about the job. At the beginning of the shift,
Jordan has the team together in a circular huddle. Jordan asks the team if there is someone who
wants to lead the rally for the day. As a member of the team leads the rally, Jordan is standing to
the side with arms folded and head nodding. Jordan is smiling, it appears that Jordan approves
of what the team is doing. Once the team gets done with the rally, each member of the team
gives Jordan a "high five" as they walk past. Jordan has on blue jean pants and a t-shirt.
Jordan has been with the organization for approximately six years. Jordan has 10 direct
reports. Jordan is responsible for the outbound department within this distribution. Jordan has
been in leadership roles within several different organizations prior to working at ABC Logistic.
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Jordan states that in some of those organizations, Jordan participated in some type of leadership
development programs. Jordan provided a perspective on leadership development:
I look at leadership as a sports team. You have the head coach, which is me, and you
have the assistant coaches. I am responsible for the team. I need to have the tools in
order to do my job. I think leadership is a big deal because it makes things so much
either. People respect a strong leader and I think I am a strong leader. I know that I have
some work to do but I believe that I am a good leader. Leadership, I mean good
leadership comes from experience and training. I've dealt with a lot of people in my time
[in leadership roles] and I've seen what works and what doesn't work. You have to set
the expectation of what you expect. Sometimes, training programs help you get what you
want, other times, you have to get it on your own. Whatever it takes for you to get it as a
leader, that's what you need to do. If its training programs, good...if its experience, that is
good too. But, you have to get it [leadership] in order to be successful with your team
and at your job.
Riley. Riley is soft spoken when communicating with the team. Riley meets with the
team in an office and uses a dry erase board to capture the goals for the team and to keep track of
what needs to be addressed by the team and/or the organization. Riley appears nervous and
looks to the ground while interacting with the team. Sometimes, members of the team talk over
Riley. This makes it difficult for Riley to convey different messages that the team needs to be
made aware of. Riley has been in a supervisor position for approximately four-year. Riley does
not have any other supervisory experience other than what has been obtained through ABC
Logistics. Riley started with the organization in a different capacity and with a different
department. Presently, Riley is responsible for the customer service department. Riley has six
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direct reports that make up the team. Riley stated that others encouraged Riley to pursue a
supervisor’s position because it would be beneficial to Riley’s career. Riley elaborated by
stating the following: “If I want to move and grow then I had to apply for this position. It shows
that I have the drive and initiative to grow.”
Riley provided a perspective on leadership development:
Leadership development is an interesting topic around here. Your team wants you to be a
good leader and your boss requires you to be a good leader. I want to be a good leader
but I know that I need some help. The leadership development classes provide me an
opportunity to get new skills that will make me a better leader. If I am a better leader,
then I can lead my team in a better way. Some of the training has been beneficial. It has
help me to discover some things that I was not aware even existed….overall, I have
enjoyed the leadership classes that I have attended.
Sydney. Sydney has a polite demeanor. It appears that Sydney’s focus is on taking care
of the customer while taking care of the team. Sydney praises the team when they accomplish
certain task throughout the shift. Sydney makes it a point to emphasize that satisfying the
customer’s expectation is the purpose of everyone being at the distribution center. Sydney
recognizes different members of the team at the start-up meeting for achieving specific daily
goals from the previous day. Sydney is responsible for the sample center department within the
distribution center. This department is responsible for shipping samples of products to sales
representatives and to potential customers. Sydney has been with the organization for
approximately 12 years. Sydney has on black slacks, a polo shirt, and shiny black shoes. Sydney
has been a supervisor since Sydney has been with the organization. Prior to working for ABC
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Logistics, Sydney worked at an organization that focused on hospitality and entertainment. Also,
Sydney has a military background. Sydney discussed leadership development:
I like the fact that I have, at my fingertips, the opportunity to participate in training to
become and maintain a leader with this company. I have read a lot of books and
knowledge is power. In training [leadership development programs], I get the
opportunity to ask questions, get ideas, and get feedback on what works with different
people. I like being a supervisor and I want to continue to be a supervisor and I want to
be relevant to my team and to the company. I know that times are changing and in order
for me to keep up what is going on, I think that training [leadership development] is
valuable to my career. I also like the fact I get a break from the daily responsibilities of
the supervising. Training [leadership development] gives me the opportunity to recharge
my battery. That way, I come back refreshed and ready to lead my team.
Introduction of Themes
Data collected from interviews and observations from the eight participants of this study
were utilized and four themes that were common to the participants that work for ABC Logistics
concerning leadership development programs emerged; practical training, relevant knowledge,
gauge progress, and conducive learning environment. Table 2 provides these themes and their
subcategories.
Table 2
Themes
Themes

Sub-Categories

Practical Training

Training is not applicable

Relevant Knowledge

Lack of knowledge on implementation

Gauge Progress

Lack of follow-up

Conducive Learning Environment

Lack of context to train
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These themes were developed from the transcripts that were coded utilizing thematic analysis.
The findings from the participants of this study are presented by these themes. Details will be
provided to support the themes discussed. The original phrasing that the participants used will
be maintained except for um and err and the repetitive you know that sometimes appear in the
spoken language; it can be difficult to read and understand but not to hear. Table 3 provides an
overview of the participants’ length of service with the organization, the department that they are
responsible for, how many direct reports they are responsible for, and last, which themes they are
aligned with.
Table 3
Participant Description

Participant
Christian
Taylor
Avery
Casey
Bailey
Jordan
Riley
Sidney

Length
of
Service
(Years)
2
5
15
7
10
6
4
12

Themes
Addressed
1,2,3,4
1
1,2,3,4
1,2,3
1,4
1
1,2,3,4
1,2,3,4

Department
Responsibility
Outbound
Inbound
Inventory
3PL Inventory
Outbound
Outbound
Customer
Service
Sample Center

Direct
Reports
12
8
7
13
10
10
6
3

Theme 1: Practical training. Avery stated "... they tell you what you should do and
how the employee will respond to your actions. Unfortunately, things don't always go according
to plan", this statement is an example of the participants stating that what they are learning in the
leadership development programs are not applicable to their working environment. From the
participants' different perspectives, each of these supervisors described training that was for an
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"ideal" situation. This means that if a situation does not go according to plan, they are not
provided the necessary tools to deal with it. Interestingly, all participants spoke on the topic of
being provided information that could not be utilized in their working environment.
This section will begin with the participants emphasizing that there is a need for training
and developing programs to provide knowledge that is applicable to the supervisors' working
environment. All the participants in the study have expressed in some way that the information
that they were trained on is not able to be utilized in their working environment. "Sometimes it
feels that I am wasting my time by going to these trainings”, explained Taylor. "I think that what
I am being trained on will help me, sometimes it does, sometimes it doesn't", Taylor later says.
Taylor is of the understanding that if the organization dedicates a substantial amount of resources
for training, then the information provided in the training programs should be applicable to the
environment. Another issue that Taylor states is that sometimes the participants have to
complete training that is out of town. Out of town training, often times requires participants to
spend the night. Taylor expresses thoughts on staying overnight to participate in training that is
not applicable to the working environment:
I do not like to spend time away from my family if it is not for a good reason. I have to
put in so much effort when I have to travel out of town. First, I have to make sure that
my home life is in order so that I can leave. This means making sure my kids and dog are
taken care of. Second, I have to make accommodations to get to the airport and to get
home. Sometimes I leave my car, sometimes I have someone pick me up. I also have to
make sure that I do not have any reports that are due while I'm gone. If I do, then I have
to get them completed before I leave.
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Listening to Taylor explain what affairs need to be in order before attending overnight training, it
is apparent to the researcher that frustration exist as it pertains to this particular type of training.
It appears that Taylor must complete additional work in order to have the opportunity to
participate in training that is out of town. Some of the frustrations can be understood because if
Taylor must put in additional work to participate in training, then it should not be unreasonable
to expect that the training should be applicable to the working environment.
Christian said, "I had high expectations for these trainings...it appears that it's an excuse
to leave the floor [work area]. I get behind when I'm not on the floor. It gets compounded when
there is no reason for me leaving the floor [work area]." Christian shares thoughts that attending
the training is a cause of deadlines not being met. Christian provided a hard copy of an email
that contained different deadlines that the team needed to meet within the next three months.
"These deliverables must be met by the deadline that was provided with them”, Christian
explains. "Most of these deadlines are non-negotiable, I have no choice but to meet them." This
is an example of how Christian can miss deadlines. If training programs are scheduled around a
certain deliverable, then Christian develops a plan in order to complete the deliverables. If the
training that Christian participates in is believed not to be applicable to the working environment
of the team, then frustrations may begin to show because it appears as "busy work" (this is what
Christian calls work that is not productive or beneficial, but is required by the organization).
Christian says in order to participate in the "busy work", Christian has to work more in less time
to ensure that the deliverables are completed in a timely manner.
Sydney stated, “They [training programs] gives us this information that the training is
going to be on, but every time, we get sidetracked and the training goes into a different direction
than what was intended." Riley provided an example of knowledge obtained not being
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applicable to the working environment, "...I attended a class [training] that supposed to show me
how to present information to upper-management [vice-presidents, general managers, and sector
presidents] that is beneficial for both my team and the company, but I never have any type of
interactions with them. All my information goes to my manager and they send it to whoever it
needs to go to. I don't actually have any communication, so how is this training helping me?"
Sydney and Riley provided two different examples of training that is not applicable to the
working environment. First, Sydney is expecting to be trained on a certain topic. As Sydney
stated earlier, the organization provides information on what the training programs is going to be.
Sydney says, "I prepare my mind on what the training is going to be on. If I am anticipating that
training is going to be on a specific topic, then this is what I am expecting. If is not, then
sometimes I can be turned off once I realize it is different." It appeared that the organization had
good intentions by sending out information on what the training program was going to be on.
Sydney, for example, could have already decided on how the information that was obtained from
the programs could be used with the team and within the working environment. Once Sydney
realized that the information was different than what was supposed to be trained, Sydney may
have had to mentally change how or even if the information could still be applied. Second, Riley
is participating in training that Riley knows will not be useful before actually participating in the
training. Riley states that this particular training program is about communication, but Riley
does not have the opportunity to communicate with individuals that this program is supposed to
help communicate with. So Riley posed the question, "Why must I go?" This question should
be answered by the organization. More importantly, participants should know and understand
beforehand how the training will be both beneficial and applicable to their working environment.
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Some of the participants questioned how the organization decides on what information to
train on because it appears that it does not provide a benefit to the individual or the organization.
"Who decides on this information?" Taylor questioned. "It appears that they [ABC Logistics]
doesn't have a clue what is going on...they train us on one thing, but it is never how they think it
is" Taylor adds. "I believe that the organization doesn't understand your unique challenges, they
believe that everyone has the same perfect scenario situations, and that is not the case", states
Taylor. Taylor provided a training document that showed different accounting models on how
the organization returns a profit. The training documents showed accounting models from the
corporate level and from 3PL (third party logistics) level. As Taylor was flipping through the
training documents, this statement was made: "I am a supervisor in the Inbound Department.
Why is it one of my yearly objectives that I had to attend this class? First, they were speaking
about stuff that I had no clue what they were talking about. Second, I understand that some
people are interested in how the organization makes money, I'm not. Third, how is that going to
make me better as an Inbound supervisor?" These statements by Taylor showed the amount of
interest in this training program that was being described. Taylor did not believe what was
learned in this training was applicable or would help to be more productive with the team.
Jordan discusses a specific example of how training is not applicable to the working
environment. "I participated in training that dealt with Quality Assurance. The DC [distribution
center] was getting ready for a quality audit. I had never completed any aspects of a quality
audit, yet, I was asked to complete training on it so I would know how to complete one. After I
completed the training, they brought in a Quality Specialist. I never got the opportunity to do
any quality functions." This example by Jordan showed that the organization made the initial
investment in training with the outcome being Jordan will be able to complete task of quality
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audits. This plan changed with the Quality Specialist as added to the distribution center. Jordan
also had training documents that went along with this training. When asked what Jordan would
do with quality knowledge that was obtained from the training program, Jordan stated, "Maybe I
can use it elsewhere, I would not feel comfortable using it here because I believe that this
situation was not handled correctly." By Jordan's response and facial expression, the researcher
can assume that Jordan is disappointed. Disappointed potentially for two reasons. First, the
information was not able to be applied. Second, Jordan was under the assumption that they
information would be used and it was not.
An assumption can be made that the organization's goal for the training and development
programs is applicable to their roles within the organization. Based on the interviews with the
participants, some of the participants have the same expectations as the organization. They want
to be provided with knowledge and trained on techniques that will help them be successful in
their working environment. Christian provided an example of how the training should be
applicable to the working environment: "I wanted to attend a course [leadership development
programs] that focuses on understanding behaviors of others. The course [leadership
development programs] that I participated in said it was about understanding behaviors of my
team, but it was more about how to observe behaviors from your team that should be promoted
to a higher position. I didn't get much out of it because once I realize what was going on, I tuned
it out." Based on this statement by Christian, maybe the organization can provide a better
description on the training program. If the description had stated that this training course would
provide participants with skills to identify potential candidates for promotion, then maybe
Christian would have had had a better understanding of what this course entailed. If Christian

91

was clear on what this training program was about, then Christian would have a better
understanding on how to apply that knowledge to the working environment.
Bailey provided the following statement based on this theme:
I went to a training program believing that I was being trained to take a different role
within a different department within [ABC Logistics]. I was looking forward to the
training and I was excited about two things, advancing my career and learning something
new. My manager had already told me that once I completed the training, I would be
moved. Well, I completed the training, which was 3 weeks long. After I completed it, I
never did move to that other department. This incident frustrated me and it also wasted
my time. After this incident, I did not want to participate in anything else [training].
Bailey had a PowerPoint presentation and a training manual from this particular training. The
information contained within these documents showed how they directly related to the training.
When asked about what Bailey is going to do with this material, the following statement was
made, “Nothing, I’ll keep it for my next job; I will not use it here [ABC Logistics].” This
statement and observing Bailey’s body language shows that there is still some frustration from
this particular experience.
Casey provides an example of a training and development program that is not applicable
to the working environment:
I went to a training course that focused on developing interviewing skills. There was role
playing and a presentation that went with the training. I thought that what we were
doing was great, I had the opportunity to enhance my skills and I will also have some
supportive documents that I can refer to whenever I have a question. At the end of the
course, they brought in people from the outside [non-employees of the organization] to
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interview for different openings [open positions] within the organization. I felt good
about the time that I had invested and the time that was invested in me! When I got back
to the DC [distribution center], I was ready to show off my skills. Well, when I told my
boss how I planned to interview, she told me that I would not be a part of the interview
process because of different issues on the floor [work area]. I was disappointed. I felt
good about what I had learned and I was ready to show it off, to find out later that I
would not be using the information that I had obtained. This disappointed me so
much....I really wanted to just quit and go somewhere else because I felt that I was not
being used to my full potential. Especially when you invest time and money in me and I
cannot use what I learned.
Casey also provided an interview guide from the training program. This interview guide is very
detailed. It provided information on the following: how to ask questions, how to ask second
level questions, how to recognize body language, how to understand the interviewee’s fit within
the culture of the organization, etc. It was interesting to observe that many different resources,
i.e. printing company, facilitators, conference room were dedicated to this interviewing skills
course and none of the information could be applied to the working environment.
This theme describes how knowledge that is obtained from training and development
programs are not applicable to the participants working environment. Some of the participants
expressed that they feel what they are learning in training and development programs cannot be
utilized in their working environment. It appears that the participants go into training with a
mindset that they will be utilizing the knowledge obtained in that program in their working
environment, but for whatever the reason, they are not able to utilize that knowledge with their
teams in their working environment.
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Summary of theme 1. Summarizing this first theme, participants provided information
on how they believed that some of the information obtained in training programs are not
applicable to their working environment. Six of the participants provided in some manner, either
through interviews or documents, provided examples that support this theme. Some of the
participants stated how they did not why they were required to complete training that is not job
specific. Others stated how they believed that the information obtained from the training would
be utilized, then later realized that they did not have an opportunity to apply what they learned.
The lack of ability to apply what they learned could have been caused by a number of issues,
such as the knowledge did not apply to their job function or their manager did not give them an
opportunity to apply the knowledge. Regardless of the case, in order to help adults learn, one of
the assumptions within andragogy that need to be addressed is adults need to be able to apply
what they learned immediately to their environment. Since this assumption was not addressed, it
is not a surprise that some of the participants are not satisfied with the training programs.
Theme 2: Relevant knowledge. “I get good information on different issues but it
always in the perfect world", says Casey. "I want to know how to use what I learned when
everything is going wrong, not when everything is going good", Casey goes on to say in
frustration. Casey provided a specific example of how the training program that was attended
did not provide information on how to apply that knowledge to the working environment. "I
went to a class that was about process improvement. The class provided different terminology of
process improvement that is pretty popular now. The class did not provide any examples of how
to take what we learn and use it." In this example, the participant is expecting the program to
provide examples and/or resources that will help show how that knowledge can be applied to the
working environment.
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This theme shows that participants are provided information, but sometimes are not
provided methods and/or techniques to utilize their newly obtained knowledge in the working
environment. Some of the participants mentioned in some manner that they were not equipped
by the organization to be successful. The organization does not provide the participants with
everything that is necessary to become successful and productive in their working environment.
Speaking with the participants, some believed that not only should the organization
provide their employees with the resources to be successful, they should also provide their
employees with the knowledge of how to utilize the resources that are provided in order to be
successful. Avery provides an example of how under-utilizing resources can be unproductive to
the team:
In order for my team to be successful, I need to provide them the resources in order to
complete their job. I can't just give them the resources and say do the job. I have to
explain to them what the resources are for and how to use them in the most efficient
manner. If I don't show them how to use the resources, then they will use it incorrectly or
maybe not at all. This is what I think about when I go to training. They [ABC Logistics]
give me the resources but they don't show me how to use the resources. If I do the same
with my team, I wouldn't feel comfortable holding them accountable because I did not
give them all the resources necessary for them to do the job. It just isn't right!
Avery's comparison is an interesting one. Avery is stating that the expectations should be
consistent throughout the organization. This includes the training programs. Avery's statement
is valid. As leaders, they are responsible for providing the tools and how to use the tools to their
team in order to be successful. As an organization, the expectation should be that they are the
same. The organization should provide the resources to all employees and how to utilize these

95

resources so they are productive. Avery goes on to provide more detail about the previous
statement, "It does not benefit anyone if they have the tools and cannot use them. You might as
well not have the tools. How can you contribute if you don't know how?" From this statement,
the researcher is assuming that the participants can not contribute what they learned to the
working environment if they do not know how to apply what they learn. This can be viewed as a
waste of resources. Waste of the training program and all that goes into it and a waste to the
participants for setting aside time to participate in training.
Riley stated the following concerning this theme of lacking information on how to apply
what was learned to the training environment:
They always provide the best case scenario on different topics in training. When I was
younger, I believed that things would always happen as they said it would in training.
Now, I am realizing that most times it does not happen that way. I would like to
understand how I can transform the training into something that is useful. One of my
issues is that I cannot use the training as it is presented to us in training. In the past, I
have spent more time trying to understand how to use the information than I did in the
training class.
Riley statement provides an example of two issues. First, adults need to be able to apply what
they learn to their environment if they are going to be able successful learning. This was not
completed. Second, the organization did not efficiently utilize their resources. If the participants
have to spend more time understanding how to apply their knowledge than they spent obtaining
the knowledge from the training, then this was not a productive use of resources. Also, the
organization may not be accounting for the amount of time it takes the participants to understand
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and apply what they learn. This could possibly hinder the productivity of the leader as well as
the productivity of the team.
Christian provided a similar statement as Riley's, "Sometimes, I spend more time trying
to see how I use the training than I did actually going to the training." These statements bring up
another question to the researcher, does the organization includes the information and resources
to participants on how to apply what they learned to the working environment. "Getting
knowledge and not having the ability to use it is a major waste for everyone involved", says
Christian. More dialogue was provided by Christian on how the training programs do not
provide information on how to use information, "It's kind of like having a fancy new telephone,
you know all the things it says it can do, but you do not have an instruction manual on how to get
to all the things you know it can do. Is that beneficial?" Christian provided a training manual
that provided information on how to define and change culture in the workplace. "This manual is
just the PowerPoint presentation that we saw in class." stated Christian. Examining this
statement, it appears that Christian is suggesting that the training program did not provide any
additional information, including how to apply this information to the working environment.
Some participants noted that it can be frustrating knowing that what they are learning or
potentially could learn in training programs, will not be able to be applied to their working
environment. It was a consensus from the participants that the purpose of completing training in
the workplace is to help make their teams more productive, more efficient, get more out of their
employees, or a combination of all these things. "The more training programs I attend, the more
I become disenchanted with the training department here at ABC Logistics", states Christian.
"Sometimes, I think it is a waste of time to train", states Avery. "I go to training to meet new
people or to catch up with the old ones, not necessarily to learn", says Casey. Christian is
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disenchanted because of the lack of knowledge of how to apply knowledge from the training
programs to the working environment. Avery considers training a waste because the knowledge
is not provided on how to apply what was learned. This could be seen as nonproductive by the
participant. Casey statement suggests that the goal of training is more of a social event and not
necessarily that of training. This could relate to the fact that some participants are not able apply
what they learn because of a lack of knowledge on how to do so.
Also, a concern that arose from this study was there were no processes or procedures
provided to the participants in the training of how to apply the knowledge obtained to their
working environment. Christian provided the following statements as it relates to processes and
procedures:
ABC is big on LSS [lean six sigma] and process improvement. It is required that we
have a SOS [standard operating sheet] on every process that we do here. Why is it that
they do not provide a SOS for different things that they train us on? I am in agreement
that SOS is beneficial, anyone can look at the SOS and follow the process. This should
be provided to the training as well. For example, if we go to a communication class, a
SOS should be provided on how to communicate effectively. If we go to a class on how
to influence subordinates, then we need to have an SOS that shows us this process....I
think it is a bad example that they require us to create SOS and even evaluate them every
quarter to determine their relevance and they do not do the same for us. I just don't
understand.
Christian's statement is that the expectations are not the same within the organization. Because
they are not the same, it is impacting the participant's ability to implement the knowledge that
was obtained from training.
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Avery stated that when the supervisors provide new information to their employees, ABC
Logistics provides them a step by step model on how to present the information to the employees
and some frequently asked questions with answers so if and when the questions arise, they will
be prepared to answer these questions. Avery said this model was beneficial throughout the
distribution center, "When we implement something new, the model that they gives us work. It
works in every department with very few issues." The model also shows supervisors how to
execute the dissemination of information the ABC Logistics way. A few of the participants were
under the assumption that a model would be provided on how to utilize this information within
their working environment. Some of the participants were disappointed because they did not
receive it. These statements on a model not being provided to the participants shows that the
there is an expectation that some type of model will be provided including processes and
procedures on how to apply what was learned in training.
Sydney provided a training manual that was dedicated to STAR method. Star stands for
situational, task, action you took, and results you achieved. The STAR method is used for
behavioral interviewing individuals for potential positions within the organization. Sydney
stated that only one example was provided by the instructor on how to use this method. "I
thought the STAR method was interesting", Sydney said. "I was excited to learn something new,
the more it was talked about, the more excited I was", Sydney continued. Finally, Sydney stated
the following, "The instructor only provided one example on how to use this technique and it
was a lousy example. I had to Google the STAR method at home to know how to use it."
Sydney appeared disappointed that information on how to apply the STAR method was provided
by the instructor. Another issue that could be caused by this disappointment is the impact that
Sydney has on the team. If Sydney is showing disappointment with nonverbal cues, i.e. body
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language, short conversation, etc. how will the team perform because the supervisor is leading
the team. During Sydney's observation period, this was not observed. But, it does not mean that
it did not happened. For example, this frustration could have been visible when Sydney had just
completed the training program and was not able to apply what she learned.
Most of the participants believed that if they did not take it upon themselves to
understand and apply the knowledge obtained from the training, then they would not have had
the tools to apply the knowledge that was obtained from the training. Christian states the
following:
I had to use some of my previous knowledge on how to use the information from
training to help me to get my team on board with what I wanted them to do. It was trial
and error but I eventually was able to achieve what I wanted. I was up front with my team
about what I had learned from the training, what I wanted to accomplish from the
training, and how I believed it would help the entire team. It was a challenge. I had to
reach out to my peers for their thoughts on how I could apply what I learned. It was
stressful in the beginning, but I was able to accomplish what I wanted.
Avery stated the following about how it was necessary to take it upon oneself to understand how
to implement knowledge to the working environment, "I had to ask others on how they were able
to use the information. I hate having to ask how to use something if I just learned it. People may
think that I was not paying attention, when actually, I was not provided the information." Riley
provided some insight on learning to use information by researching, "I use the internet alot....I
look up different subjects and I look up how to use the information...I look up what type of
issues people had when implementing different ideas." These statements by the participants
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show that they are taking it upon themselves to understand how to apply knowledge to their
working environment.
Two of the participants, Riley and Sydney provided statements that showed that the
organization was starting to change to a different direction than was presented in training. The
two participants stated that this "change" made it difficult to use what they learned. "I remember
ABC Logistics was slowly transition to where everyone completed their evaluations online and
the manger would follow up. I attended training that showed us how to do it. When I tried to do
it at my desk, there were several additional steps that was not covered in the training", said Riley.
Sydney provided additional statements on this matter, "How is it that I am required to attend
training on something that nobody knows what is going on", said Sydney. "It was obvious the
ABC was about to change their Safety Reporting System, but I was using the old system.
Attending this training added no value to me", Sydney later said. "I asked my manager about the
Safety Reporting System, he said that it was necessary for our future", Sydney went on to say.
By not communicating the changes that were taking place, the organization left these two
participants at a disadvantage. They were provided with knowledge and information, but did not
understand if or when they could utilize this information in with their teams.
Another factor that may contribute lack of knowledge on implementation is knowing
when to apply knowledge to the working environment. Avery provided an example of this
factor. "I had learned a new concept and I was trying to implement it with my team. I was
having trouble implementing it so I discussed this with my manager. He told me that I was not
using the concept properly with my team." An assumption can be made that Avery used time to
try and implement something that should not have been implemented. This caused a waste on
several levels. First, is that it was a waste of Avery’s time trying to use a concept
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(unsuccessfully) with the team. Second, it was a waste for Avery's team to go through the
exercise of implementing a concept that was not useful. Third, it was a waste of resources of the
organization. Avery's time and the team's time was wasted because of the lack of information on
how to apply a concept.
As stated earlier, knowing when to apply knowledge can cause issues within the working
environment. If the participants do not know or understand when to apply what they learn, then
this can be just as nonproductive as not having the knowledge at all. Avery and Sydney provided
two examples of not understanding when to apply what they have learned to their particular
experience. It appears that the participants need to be able to understand the situation as well as
understand what tools and resources to use to achieve the desired goal. If it is possible, training
programs may need to provide information as to when that particular should be used as well as
how it should be used. Based on the information that has been provided by the participants, not
knowing when to apply knowledge provides the same result as not having that particular
knowledge.
Summary of theme 2. Summarizing the second theme, some of the participants stated
that they are not provided with the tools and resources on how to implement what was learned
from training programs to their working environment. All participants stated that they were
expecting to be provided with the tools on how to apply what they learned. Based on the
interviews with the participants, the same three that were expecting the tools to apply what they
learned were somewhat disappointed that they did received them. From the observations that
were performed, it did not appear that it impacted their working environment. This could be
because the participants have already completed what they could to implement that knowledge,
they could have just decided not to implement the information, or they could have decided not to
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utilize the information. Either way, it appears that resources were wasted because the
participants are not implementing what they learned to their working environment. It would be
more productive, from the participants’ point of view, to provide methods on how they can apply
their newly obtained knowledge to their working environment.
Theme 3: Gauge progress. Casey raised a question about training programs once they
are completed:
Who do I contact if I have a question concerning the training program or how I can
apply what I learn to my environment? The leader of the program tells you that they will
send out by email how to contact them. But, I tried to reach out with my questions and I
was told that it would be better if I relayed them to the manager I reported to because
they will be able to provide me daily feedback. I reached out to my manager and I was
told to reach out to the person that led the program. I was being given the run around
and I didn't appreciate it.
Casey's statement summarizes what many of the participants believe is an issue with training
programs within ABC Logistics. Once the program is completed, there is no follow up from the
training department nor the organization to determine if the participants are applying the
knowledge to their working environment, also, there is not any type of follow up information
provided to the participants so they can reach out to someone if they have any question and/or
suggestions.
Casey provides another statement as it deals with the lack of follow up from training:
Since nobody is following up with us, how am I held accountable? I believe in being
held accountable for my actions and for my team actions. If there is no follow up, how
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can ABC hold me accountable? Furthermore, how do they know if I am using the
information they provided properly. I can say that I am using it, but how do they know
unless they do some type of follow up. I follow up with my associates periodically to
make sure they are on task. If I do not follow up with them, then sometimes they do not
do what they should be doing. Also, I follow up with my associates to make sure they do
not have any questions. Another reason I follow up is that I try to get ahead of issues
before they get out of control. Sometimes, if you wait for issues to come to you, then it
could be more difficult to correct then if you had known about them earlier.
This statement by Casey shows that there could be potential issues that participants may
experience if there is not follow up from training. The first issue is that organizations invest
resources for training, but there is not a guarantee that the participants will use the resources.
The second issue is that if there is not any follow up, then issues could arise. These issues could
have potentially been addressed if there was some type of follow up from the training and/or the
organization. Casey did not provide any specific issues that were caused from the lack of follow
up, but Casey did put an emphasis on accountability and the lack of accountability that the
organization has for the training program and for the participants of that training program.
The lack of accountability can be an issue for any organization. Within ABC Logistics,
the researcher observed throughout the distribution center that goals are posted throughout the
distribution center. Also, the supervisors would refer to the goals that are posted to ensure that
the employees know what the goals are. Periodically, the supervisors would go to each
employee to let them know how they were progressing towards the individual goal and the team
goal. If the employee was not on pace to achieve the goal, then the supervisor’s expectation was
that the employee provides a reason why they were not achieving and what they are going to do
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to achieve the goals. This was an example of accountability being observed from the
supervisors.
Sydney provided discussion on how follow up can be beneficial on an individual level.
Sydney stated the following:
I think some of the information would be more beneficial if I had someone to help me
after the training is over. I call myself taking good notes, but sometimes I forget what I
was trying to say in my notes. I wish I could call someone and ask them a question if I
had one. Also, I follow up with my direct reports periodically to see if there are any
challenges or issues I can help them with. I would like it if the instructor or someone
who is a part of the training department would periodically check on me to see if I have
any questions. I think this would be great for everyone!
Sydney provided an example of how ABC Logistics does not provide follow up to the
participants once the training program has been completed. Sydney states that since the notes
that are being transcribed from the training are not necessarily accurate, it would be beneficial to
have follow up. It appears that Sydney is expecting to have follow up from the organization
since Sydney follows up with members of the team. Also, it was observed that Sydney did
follow up with the team when one of the members had a question. Approximately 20 minutes
after Sydney provided an answer to the individual, Sydney followed up and asked was
everything going well and did the individual have any questions. After this statement was made,
Sydney stated the following, “This is what I expect because this is what I give.” Sydney was
referring to the follow up that was provided to a member of the team. Sydney is expecting this
same type of follow up from the training. Sydney has expectations of follow up, but the
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organization does not provide follow up. Sydney could be making an assumption of
expectations from the organization that may not be realistic.
Sydney provided more discussion on the lack of follow up from training. Sydney stated
the following, “…training is a one-time event.” This statement provides a better understanding
of why the training programs do not provide follow up after training has been completed. If the
organization truly views training, including leadership development training, then it is
understandable why the organization does not provide follow up after the organization. The
organization may need to reevaluate the training programs so that participants do not view it as a
one-time event, instead, training should be viewed as continuous. Just because the actual
training program is a certain amount of days, the training does not end once the training has class
has been completed. Training continues on after the class has been completed, the participants
should view it from this point of view. More importantly, the organization should view training
from this point because the organization are the ones that set the expectations for the employees.
Avery voiced a concern about the lack of follow up, "I knew once the course was over
that we would not hear from anyone concerning the course; after the first course, I knew not to
expect much from them concerning follow up." Taylor spoke about the lack of follow up
concerning training:
The instructor of the training program, as well as other participants in the training
answered all the questions I had during the training. The issue that I had was when I had
a question once the program was completed, I did not have anyone to reach out to. Also,
I did not have any tools or anyone to gauge if I was using the techniques properly. What
I do not want to happen is that I am believing that I am utilizing the tools correctly, but in
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reality, I am not. If that occurs than I am not being effective with my tools. This could
mean that I am not being an effective leader.
Taylor’s statement about not having tools could be an example of the participants not having the
support from their manager, or more importantly, not having the support of the organization. It
is evident by the participants’ statements, that they need the support of the organization in order
to be able to transfer what they learn to their working environment. Support after the training
programs, which could include reinforcement module and support roles, would help the
participants believe that the organization supports them, as well as, provide them with the follow
up they are in search of.
Riley provided a document that was a part of the training manual. The document stated
the following, “If you have any questions about this training module, please contact …” Riley
asked the question after presenting the information, “Why do they include this statement when it
is not accurate?” Riley goes on to state the following, “I tried to reach out to [person facilitating
the course] but he never responded to my emails. I asked my manager and the only thing that he
told me was to keep sending emails and calling.” Riley frustration can be seen and heard as
these statements are being communicated to the researcher. It appears, based on the interview,
Riley believes that if the organization had someone to follow up with on questions or concerns
that came from the training, then Riley could be more productive within the working
environment and with the team.
Although Christian agreed with the lack of follow up on training programs, it appeared
that Christian was not impacted negatively by the lack of follow up from the organization.
Christian spoke about it, "I have come to the realization that as leaders, we cannot blame others
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for what we think is wrong or not going well.....we have to make it happen, period!" Christian
explained the previous statement in more detail:
As a leader, it is up to me to ensure that I am doing what is best for my team so that we
can reach the goals the organization has provided. The organization provides us these
tools, training for example, so that we can do better. It's up to us on how we use these
tools. Nobody is going to hold our hand and tell us that we did it right this time and
wrong the next time, no, we have to go by "trial by fire" to determine if the tools are
useful with our teams. If they are useful, then we will continue on, if they are not useful,
then we tweak them so that they are useful, if they don't work at all, then don't use them.
It's just that simple!
Christian, like some of the other participants, stated that there is lack of follow up after the
training. Christian believes that it is not a barrier in order to be successful.
Riley also believes that a lack of follow up from the organization on training is not a
hindrance to being successful. “In school, the teacher did not follow up after she taught the
lesson. The teacher taught and you took a test to show you had learned the topic. After that, it
was up to you to use it”, stated Riley. “I consider myself the leader of my team. I cannot allow
obstacles to prohibit me or my team from reaching our daily goals. If we do not hit our goals,
then I have to explain to my manager why I did not hit the goal and I have to also explain what I
am going to do differently next time so that I can achieve my goal.”, stated Riley. Riley goes on
to state the following, “I cannot use excuses when it comes to my team achieving the goals. I
have to go get whatever is necessary in order to achieve. Once I provide my team with the
resources, I cannot show them every little detail to use it. At some point, they have to learn and
understand it for themselves.” This discussion provided by Riley assumes that once the
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participants have been provided with knowledge from the training programs or any other source,
the expectation is that the participants must take it upon themselves to utilize the information.
Based on Riley’s statements, the lack of follow up is not a reason that the information received
cannot be used in the working environment. As supervisors, the responsibility cannot be placed
on others to get an understanding. Supervisors, which are considered leaders within the
organization, must take it upon themselves to search out what is needed to be productive and
successful, which includes their teams being successful as well.
Summary of theme 3. Summarizing the third theme, some of the participants showed
signs of frustration because they did not have any resources to reach out to if they had questions
and/or concerns about any topics that were discuss in the leadership development programs.
Five of the participants believed that it was the responsibility of the organization to provide
follow up resources for the participants. Interestingly, of the five participants, three of them
believed that even though they did not receive any type of follow up from the organization, it did
not prevent them from being productive leaders in their working environment. It should also be
noted that although it is not a requirement to be successful, it appears that the some of the
participants would welcome some type of feedback resource on what they were trained on, how
they can use the information in the working environment, and if they are utilizing what they
learned in an appropriate manner.
Theme 4: Conducive learning environment. Bailey provides a question wondering if
the working environment is conducive for learning. The question is as follows: "Is the company
setup for learning?" Bailey goes on to explain the question, "Sometime, I think that we just go to
training classes because the higher ups wants us to go." Bailey provided an example to go with
this explanation:
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One time, I was given a checklist to sign up for training classes. Part of my yearly review
would be based on me going to these classes. The boss wasn't concerned if I learned
anything, just if I had gone. He just wanted to make sure that I had signed up for training
classes. Inside, I felt a bit disappointed. I want to learn and grow with the company, but
I do not believe that they have my best interest at heart. I want to be valuable to the
company, but I am not sure they are putting the value in me because they are not
seriously invested in me or my development of skills. If they did believe in me then more
of a focus would be on my development, not just checking the box.
This example, provided by Bailey, shows that the context of the working environment is not
necessarily conducive to training. Specifically, Bailey's manager was more concerned with
completing the task of participating in training programs and not if Bailey actually learned from
the training programs. If Bailey's manager is not interested in Bailey's training and development,
then Bailey's working environment will not be as conducive to learning as it possibly could be if
the manager was interested in Bailey's training and development. Bailey also provided a copy of
a specific section of the yearly evaluations from. The section was titled “Continuing Education”
and it only had one question, “Did you participate in any continuing education classes?” Bailey
stated this was the only question that the manager had asked in their yearly evaluation session.
Bailey stated that once this question was answered, there was no other second level questions
asked about training. The manager moved to the next section of the evaluation process. By the
manager not engaging Bailey in any additional questions that dealt with training and
development during the evaluation, Bailey was under the assumption that the manager was not
interested in the continuing education efforts that Bailey had completed for that year. This
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example presented by Bailey can be viewed as the organization not providing context to train or
encourage learning.
Avery provides further information that supports that the organization has not established
an environment that is supportive for training. Avery says the following,
I get conflicting information when I talk to different departments. The Human Resource
department says that it is beneficial to get this training so I can be a good leader. The
Operations department believes that training is sometime beneficial, but it comes at the
expense of getting things done. I get conflicting information when I talk to different
departments. One is saying that it is necessary, the other is saying that it is necessary
sometimes. How can I truly understand if it is beneficial when I get two different
responses?
Avery was visibly disappointed while making these statements. Based on these statements,
Avery has been placed in a difficult situation. On one occasion, Avery is being encouraged to
participate in training. On another occasion, Avery has to decide between participating in
training and accomplishing the goals. This shows that there are inconsistencies when it comes to
the training that is provided by the organization. This participant was receiving conflicting
information from within the organization. Depending on who the participant was asking, a
different answer would result. This is an example of how the organization is not particular setup
to support training. All departments should be in sync when it comes to training. If the
departments are not in sync, then this can cause conflict between the departments involved as
well as conflict for the individual that has to decide should they participate in training or should
they complete another goal that the organization has established.
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Sydney provides discussion on how the organization is not supportive of training and
learning, Sydney provides the following dialogue:
This is a big organization. Since it is a big organization, I believe that we should be
provided “in-house” support for everything, this includes training. We have a member
from HR that is “in-house”, we have some customer service that is “in-house”, we have
IT [information technology] “in-house”. To me we should have someone “in-house”
when it comes to training. We participate in a lot of training, there is usually some type
of training that is going on every other week. If there are in questions about the course,
the person leading the course, things like that, who can we contact? We will have to send
an email and who knows how long that will take for a reply.
Sydney is voicing frustration as it deals with the organization not having the resources in place to
address any issue that may arise. This is a good example of how the organization is not
necessarily set for the training to be beneficial. Based on what was stated by Sydney, the
organization can do a better job of providing resources that are conducive to learning. A lack of
resources may contribute to the organization not having an environment that encourages or even
setup for learning. If the organization is encouraging training, an environment should be
established that provides resources than are focused on the training and learning within the
organization. This may include having individuals on site that are dedicated strictly to training
and also helping those that needed help before, during, or after training has been completed.
Christian provided dialogue that also supports that the context within ABC Logistics does
not encourage employees to participate in training programs. Christian stated the following
concerning the context of training:
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I want leadership development programs to focus on my specific qualities. For example,
if I am weak in a certain area of leadership, I believe that I should get specialized training
for my weakness. If I am strong in an area, I should not have to spend a week's worth of
time focusing on something that I already understand. I think that I have decent
communication skills, I feel that it is a waste of time for me to spend 3 days on
communication. I would like to focus on how to coach others. To me, this would be
more beneficial than me sitting through something that I believe that I have mastered. I
will get more from training on coaching so I can make my team better. I think that this
will also make me a better leader.
In this statement, Christian is expressing that time in training is spent on items that will not
improve Christian's skill set. If the organization is not completing an assessment on their
employees and the needs of the employees, then the training that is required could be considered
nonproductive because it does not address the needs of the employees, which in turn could
address the needs of the organization.
Riley agrees with the some of the other participants that the organization lacks the
context that is conducive to training. Riley believes that training should be a part of the
organization's vision. Since Riley believes that training is not part of the vision of the
organization, the training is not as productive or beneficial as it could be. Riley explains it with
the following statements:
At my last job, the training of the employees was a part of the goals and vision of the
company. It was a part of the job description that all employees participate in some type
of training and development program. The company made sure that every quarter, there
was some type of training that was required. In our one on one meetings with our
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manager, we went over the training schedule each month and how we were progressing.
Since I have been here [ABC Logistics] training does not appear to be a priority to them.
Training is a part of the company, but it is definitely not a priority. If it was a priority,
then many things would be different that would help improve the training and company.
This statement by Riley shows that the organization could possibly improve some aspects that
would probably improve the training. Comparing what Riley stated from the previous
organization, there are some things that could be improved on that will help the context of
learning improve throughout the organization. If the organization desires to have a learning
environment, then some of these aspects that Riley mentioned would be addressed so that the
environment can be geared toward learning for the participants.
Sydney was observed coaching one of the team members on low performance. It appears
that Sydney was having some trouble communicating with the member. Sydney and the team
member had a conversation that lasted about 10 minutes. Both Sydney and the team member
were visibly upset with the conversation. Afterwards, Sydney stated these types of issues are
why resources from the training department are needed on sight. “Yeah, I could have gotten HR
[human resources] involved but that will not help in the long run.” stated Sydney. Sydney goes
on to state the following: “these types of things would be great to get some type of training on,
but I haven’t received any training on it”. Sydney’s frustration can be observed while this
particular issue is being discussed with the researcher. This is can be viewed as an example of
the lack of context to train. According to Sydney, these types of issues happen often, but
resources are not allocated to train on the situation.
Another aspect that was brought up by three of the participants is the lack of time the
organization allocates to the “prework” training. Prework usually consists of the participants
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selecting a problem that they would like to discuss in a training session. This provides the
participants with the opportunity to bring an issue and discuss it with their peers, as well as, the
opportunity to speak with someone who may have experience with that issue or something a
similar issue.
Bailey states the following concerning prework:
The training classes usually require that you complete some type of questionnaire before
attending. I have only completed this questionnaire on a few occasions because I do not
get it until it is very close to time to go to class. I think this is a disservice. The purpose
of it is to get you to start thinking about different problems that maybe you can get
addressed by going to the classes. If I don’t get the information til last minute, how can I
truly put thoughts into it? I think it does more harm than good. Sometimes I just make
something up so that I will have something when class starts. Whatever I make up
usually does not relate to what I actually need addressed.
This statement by Bailey provides an example of the organization not providing sufficient time
to the participants prior to the training class. The lack of time impacted Bailey’s ability to
complete the required prework effectively. Bailey could have had an issue or issues that need to
be addressed by other participants but Bailey was not given the opportunity to thoughtfully
complete the questionnaire. This lack of time could have also impacted Bailey’s learning; this
could have been beneficial within the training program and also helped Bailey to resolve an issue
in the working environment.
Sydney provided additional discussion on the lack of time given to prework.
Prework is a requirement for training, you are supposed to complete the prework prior to
you coming to the training. You are supposed to complete it with your manager so that
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both of you are on the same page. This rarely happens with me. My manager is usually
busy and just brushes me off. He may tell me to complete it myself and let him sign off
on it. Other times, he may sit with me for about 5 min and tell me how he thinks the
questionnaire should be completed…so what is the purpose of us completing it if we are
not completing it properly? I’m assuming that we are supposed to complete it for a
purpose. If we are not completing it properly, then what is the purpose of us completing
it?
This discussion shows that Sydney’s manager is not providing adequate time to spend with
Sydney as the questionnaire is being completed. Sydney stated that the purpose of the manager
completing the questionnaire is to ensure that the participants and their manager are working
collaboratively to try and address some of the issues that the participants may be experiencing in
their working environment. If the manager is not taking the time to work with the participant,
then the collaboratively effort between both parties will not take place. This is an example of the
lack of time dedicate to prework. The participant is not provided time, or if time is provided, it is
not quality time to actually complete the task in a thoughtful manner.
“I have gone to training without completing the prework”, states Christian. “My manager
has told me that there is no need to complete it because we can complete it once we get to the
training class”, Christian states later. When asked why is it that your manager does not want the
prework completed before going to the training program, Christian states the following, “He says
it’s just a waste of time….they are going to cover whatever they want to in the training. Don’t
waste your time on something that is not useful.” Christian seemed puzzled as this last statement
was made. It was obvious to the researcher that this answer that was provided by Christian’s
manager did not coincide what Christian’s expectations were. It appears that Christian expected
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the prework to be completed as requested, but the manager stated that it was a waste of time and
would not provide time to complete the prework with Christian.
Summary of theme 4. To summarize this theme, it appears that this particular
organization does not provide an environment that is conducive for learning. Regardless of how
much training the participants received, if their working environment does not allow them to
utilize what they learned, then the training was not effective. It appears that the supervisors do
not have power to change their working environment. It will take the efforts of the organization
to allow the supervisors an opportunity to use their knowledge obtained from leadership
development programs. This theme shows that the organization does not provide an
environment that is conducive to learning. The context needs to be favorable for learning and
application of knowledge. If the context is not favorable, then it can be difficult for the
participants to utilize the learning program effectively. Lastly, the organization needs to ensure
that systems are in place to ensure that the participants can be productive leaders. Productive
leaders allow the participants to utilize their leadership knowledge and skills.
Relating Findings to the Literature
The data from this study shows that most of the participants are not totally satisfied with
the leadership development programs that are provided by the organization. It appears, as they
shared stories of their experiences participating in these programs, the participants were
expecting something more or even something different then the program provided. Some wanted
additional resources to consult after the completion of the program, others wanted to learn
something that could be applied to their working environment, while others wanted an
environment that is conducive to learning.
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Working through the data, it was noticed that three of the assumptions that Knowles
(1984) presented in andragogy was not addressed. First, adult learners need to be able to apply
what they learn immediately to their environment. Many of the participants stated that what they
were being trained was not applicable to their learning environment. Since the knowledge was
not applicable, it can be difficult for adult learners to learn. Second, adult learners need to know
why they are learning. Some of the participants stated that the only reason they participated in
the training programs was that it was a requirement by the organization, not that it would
necessary benefit them professionally. Lastly, adult learners should be able to use their
experiences within their learning environment.
Based on the data that were provided by the participants, prior experiences from the
participants were not considered in the training programs. A few of the participants stated that
they would prefer to participate in training that would help them focus on their weaknesses rather
than focus on skills that they feel they have already mastered. If the experiences of the
participants were considered, then they would have been provided the opportunity to participate
in training classes that they feel would be more beneficial to them. Not addressing all of the
assumptions provided by Knowles (1984) may have caused some of these adult learners to not
learn as much as they possibly could have.
Also, it was noted that none of the leadership development programs offered in type of
self-directed learning opportunities. As a reminder, self-directed learning is defined as adults
taking control of their learning (Merriam & Brockett, 2007). Although participating in the
leadership develpment programs was a requirement of the organization, the administrators of
these programs could have introduced some type of self-directed learning programs for the
participants. A few examples of self-directed programs that could have been beneficial to the
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participants are the following: the participants could have helped to diagnosed their learning
needs, the particpants could have helped to established their individuals goals for learning, and
the participants could have helped implement a learning strategy that would be beneficial to them
individually.
Regardless of the learning environment, research shows that administrators of adult
learning programs should address the assumptions established by Knowles (1984). Also, it would
be beneficial if participants of a leadership development program utilized some type of selfdirected learning activities. Learners who utilize self-directed learning are more inclined to be
more motivated, persistent, independent, self-disciplined, and goal-oriented (Taylor, 1995).
These are all characteristics that would be beneficial to a leader. This study provided an
example of what can result when these are not addressed. First, adult learners can be
discouraged because they are not able to apply what they learn to their environment. This could
be considered a waste of time for the adult learner. Second, resources could be wasted because
there is a financial cost that coincides with training. If the goal of the training is not obtained, or,
if there is not a clear purpose and / or goal for the training, then the investments that were
allocated will not return an investment. Because of this lack of return, this could negatively
impact the organization.
Chapter Summary
This chapter examined the findings from the study. Profiles of the participants and a
description of their work environment were presented, including some of their job
responsibilities. The four themes that presented themselves during this study were the following:
(1) practical training, (2) relevant knowledge, (3) gauge progress, and (4) conducive learning
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environment. These four themes were supported with quotes from the participants. The next
chapter will provide discussion, implications, and a conclusion for this study.
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Chapter 5
Summary, Discussion, Implications, and Conclusion
Summary of Study
Overview of the problem. This research study came from examining the background of
leadership development within organizations. This aspect of the organization requires an
investment of time, people, and dedication. Organizations would like to ensure that they are able
to develop leaders for both current state and future state of the business. This includes having a
productive leadership development program that will benefit the organization as well as the
individual.
A review of the literature showed that there is not a specific model in place that allows
the knowledge that is obtained in a training program to be transferred to the working
environment. It is imperative that the organization is successful with the training and
development of its leaders. This will help to ensure that the organization is able to achieve its
goals while being sustainable in the future.
Research purpose and questions. The purpose of this case study is to understand how
organizational leaders transfer their knowledge from training and development programs into
their roles within the organization.
The following research questions guided this case study:
1. What are the experiences in training and development programs that help employees
become leaders?
2. How do training and development programs influence mangers' leadership styles?
3. How do the leaders utilize the knowledge that was obtained from training and
development programs in their working environment?
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4. How do leaders develop leadership skills for their current role within the
organization?
Review of methodology. This study utilized a qualitative case study, an epistemology of
constructivism and a theoretical perspective of interpretivism to understand this research
problem. Purposeful sampling was used of leaders within a logistics organization. This study
had eight supervisors that participated. Data was collected from observing the leaders in their
working environment and from completing an interview with each individual using a semistructured interview guide and observing them in their working environment.
Review of findings. The data collected was analyzed using thematic analysis and were
categorized into the following four themes: (1) practical training, (2) relevant knowledge, (3)
gauge progress, and (4) conducive learning environment. These themes were illustrated from the
participants and discussed in the previous chapter.
Discussion
This chapter provides a discussion of the research questions as it relates to the study. The
four research questions in this study guided this study and framed the analysis findings in the
previous chapter. This section will discuss the implications of the findings and are organized by
research questions.
Research question 1: What are the experiences in training and development
programs that help employees within an organization become leaders? The participants in
this study provided a variety of experiences and interactions as it deals with training and
development programs within ABC Logistics. It is a requirement that leaders within this
organization complete specific training and development programs, based on their current
leadership positions.
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All the participants have completed the required training and development programs and
currently are able, if applicable, to use the knowledge obtained in these programs in the work
area. A few of the training and development programs are Core Management 100, Core
Management 200, Engagement, and Interview Skills. All eight participants expressed the same
methods that were utilized in the training and development programs: discussions, role playing,
presentations, etc. Christian, for example, said "I really enjoyed the role playing in a few of the
training programs...it helped me and showed me what I was doing right and what I was doing
wrong." Taylor said, "I was a little scared about the discussion. For some reason, I get nervous
when I am around my peers....I got a lot from the discussion." Casey provided an example of the
presentation, "I thought it was the typical presentation, he [instructor] just read it off the screen,
nothing exciting or worth mentioning."
The participants stated that they experienced the same methods within the training and
development programs of the organizations. Each of the participants obtained something
different from the methods that the instructor used for the transfer of the knowledge. Regardless
of the types of training and development programs, there were a few methods that were used in
each of the training programs.
Research question 2: How does training and development programs influences
managers' leadership styles? Each of the participants were asked what were their leadership
styles and if completing these training and development courses influenced their leadership
styles. All of the participants have been in a leadership positions within the organization for at
least one year so they have been using some type of leadership style and/or different aspects of
different leadership styles within their working environment.
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Casey said the following concerning leadership styles, "I believe that my leadership style
is that of a servant leader...my priority is to put my team first, everything will fall into place if I
do that." Avery has a different leadership style, "I am a leader that adapts. Whatever the
situation calls for that is how I respond." These two examples are very interesting, leadership is
based on the person, that person's experiences, and the environment that person is working in.
The training and development programs that are required by the organization would be
categorized as some of the experiences that a leader goes through. The organization's purpose is
to develop leaders to fulfill their current and future roles. It was insightful to determine if the
experiences that the organization had provided had an impact on the participants’ leadership
styles.
Taylor stated that to be a successful leader, you must constantly observe and evolve your
leadership style. Taylor said the following:
I have my own way of leading people and leading my team. My style is constantly
changing because I know that I have a lot to learn. I learn from my peers, I learn from
going to training, I learn from my team, and I learn from the books that I am reading.
When it comes to being a leader, I want to be the best I can; to be the best, I have to be in
constant learning mode. I learn from everywhere and I try to use what I learn to be a
better leader and to do better.
Some of the participants stated that the training and development program helped to
improve their leadership. The impact of the training varies by participant but all said that it was
beneficial to a certain extent. The participants found it difficult to state precisely what came
from the training provided by the organization and what impact came from outside the training
programs.
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Research question 3: How do leaders utilize the knowledge that was obtained from
training and development programs in their working environment? Some of the
participants in this study had a few issues with this research question. The first issue was the
organization did not provide tools to the participants on how to apply what they learn in the
training programs to their working environment.
Christian provided dialogue about this first issue:
The training was ok but I was getting frustrated after the training. The training
represented best case scenario. This mean that everything always happens like it should.
Unfortunately, once you get to your working area, things do not go according to plan.
This is when I believe the training fails us. It never tells us how to use the information
when things are going wrong, it only tells us how to do things when things are perfect.
This is very rarely the case. Things are always going off course. That makes it so
difficult to use what you have learned in the training...sometimes it can be very
frustrating.
Avery had the same idea when it comes to applying what was learned in training and
development programs to her teams in her work environment. "I want to know how they suggest
you present your information to your team. It looks and sounds good in the classroom, I want to
be able to use it at the facility." Avery stated. It appears that some of the participants have the
same issue with the training and development programs provided by the organization; methods
are not provided to apply what they learn to the working environment.
The second issue was some of the material that was presented in the training and
development programs were not applicable to the participants. Some of the participants felt that
some of the training programs wasted time and other resources of the organization and
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themselves. The consensus was that if participants are required to complete the training, then it
should be applicable to job and to the participants.
Christian pointed out the following:
I have gone through plenty of training while I've been here [organization], some of it has
been good and useful, some of it has been a total waste of time. Think about it, the
company has to pay for us to attend training, sometimes this includes travel, lodging, and
meals, not to mention how much it cost to deliver the training. If the content of the
training is not relevant to me or help me to do my job better, it is a waste of time and
money from the company, and it is a waste of time for me. I could be doing something
constructive that will help me and my team obtain our daily, weekly, and monthly goals.
Christian believes that it is a waste of resources when participants go through training that is not
applicable to their job responsibilities and working environment. From Christian's point of view,
it appears that not all training is beneficial.
Taylor has the same idea as it deals with the relevance of training; "Sometimes, our
training is very useful and sometimes I think they miss it all together...it's crazy to see how some
things they present to us does not make any sense, but we have to sit through it and participate in
the training." It is very interesting to observe that a few of the participants believed that some of
the information is not applicable. This may impact the "buy-in" that organizations want their
employees to have when completing their job responsibilities.
Research question 4: How do leaders develop leadership skills for their current role
within the organization? The participants had different views concerning this research
question. First, the participants had to understand and decide what leadership skills they felt
were necessary for their current position. Second, the participants had to decide if the training
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and development programs provided by the organization helped them to enhance their leadership
skills so they were more effective in their working environment.
Taylor had the following to say concerning this topic, "No one has actually sat down with
me and said you need to have these qualities to be a leader...some are just understood:
communication, critical thinking, people person, things like that." Casey states the following:
My manager sits down with me monthly and we go over my performance. It has come
up a few times about leadership skills and what I think of them. I do not take it as a
requirement for the job, I take it as trying to be a better leader...so I don't think there are a
set of leadership skills necessary in order to complete the job effectively, but there are
some skills that can make your job easier.
The participants did not state exactly what skills are needed and/or critical in order to be
successful, but some of the participants do have an idea on what they believe are necessary
leadership skills in order to be successful within their working environment.
All the participants stated that some of the training they had completed through the
organization had enhanced some of their leadership skills. A few examples of skills that had
been enhanced by the training were critical thinking, listening, motivation, and communication.
Not all the participants stated the exact same leadership skills; two named listening, one named
critical thinking, one named communication, two named mentoring, and two named coaching.
All participants stated that their motivation skills had been enhanced by training. It appears from
the dialogue from the participants, that the organization places great emphasis on motivation in
their training and development programs.
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Summary
This qualitative case study was employed to better understand how organizational
leaders, specifically supervisors, transfer their knowledge from training and development
programs into their roles within the organization. This study provided eight different
perspectives as it relates to obtaining and transferring knowledge from training and development
programs from a particular organization. From this study, the researcher found that some of the
participants had concerns about the purpose of these programs and the ability to transfer what
they learn to their working environment. It is hoped that the results yielded from this study will
result in organizations obtaining a better understanding of how knowledge is transferred and
applied to the working environments of those who participate in them.
Also, this study should show that further research is needed in the development and
presentation of training and development programs within the workplace. The researcher hopes
that this study will have a positive impact on workplace learning and how this type of learning
can be productive and beneficial to the organization as well as the individual.
Implications for Practice
The researcher has the responsibility of conveying to the reader what is important and
what is an acceptable outcome from this research. The implications that were derived from this
study may vary from those that are in similar positions conducting a similar study due to
different factors such as locations, demographics, and experiences. It is important to make this
statement because others may feel that a different result may occur which could be different from
the truths that the researcher has concluded.
The participants in this study appeared to be open and honest with the researcher. The
communication from the participants were to the point. None of the participants placed blame on
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the training programs or any entity within the organization. It appeared that most of the
participants wanted the leadership development programs to be beneficial to both them and the
organization. Most of the participants wanted to be good leaders, and they wanted their
individual teams to be productive. The researcher was surprised to realize that the participants
believed that leadership was very important in their role within the organization. Since
leadership is important, the organization, as well as the individual, should utilize resources that
are available to them to develop those skills. Based on the findings of this study, several practical
implications emerged. These implications will be discussed in the following paragraphs.
Supervisors need of leadership development, whether inside or outside the organization.
As stated earlier by Riggio (2008), leadership development programs should focus on the
individual level as well as the organizational level. Each of the participants welcomed the
opportunity to participate in leadership development programs because they believed that these
programs would address both organizational and individual levels. The participants believed that
developing their leadership skills would be beneficial to them, their team, and to the
organization. Supervisors should have the opportunity to participate in leadership development
programs to enhance their leadership skills.
Supervisors value leadership development programs that are beneficial to them as well as
to the organization. Kraus and Wilson (2012) stated in an earlier section, that as organizations
grow, it is necessary that leaders are developed so they are productive within these organizations.
This study showed that the participants initially expected the leadership development programs
to be beneficially because it was a benefit to the organization. If the programs are not beneficial,
then it could negatively impact the participants, the team, and the organization. It negatively
impacts the participants because if the program is not beneficial, then the participants could
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possible not have a positive learning experience. It also could negatively impact the team by not
providing the participants, which could be leaders within their team, the leadership skills that
could allow them to be productive leaders.
Supervisors would like for the organization to provide a clear strategy for training and
development, this includes leadership development programs. This should coincide with their
goals and responsibilities. As stated earlier by Reichard and Johnson (2011), an organization's
leadership development strategy should be aligned with its resources. This includes developing a
vision of the organization that encourages leadership development. Also, an organization's
strategy allows the organization to provide objectives and goals for their supervisors to achieve,
this can include training and development of employees. If this strategy is communicated, then
the supervisors will know what the organization's expectations are of them as it pertains to
training.
All entities within the organization should work towards the common goal of training and
development. This includes Human Resource Department, Operations Department, and Training
Department. These entities should be in sync because they help to provide the resources as well
as the support that supervisors need to be successful within the organization. In particular, these
entities should embrace training because the outcome could be beneficial to every department
within the organization.
The organization should develop leadership development programs that focuses on
leaders' weaknesses and not necessarily have a "one size fits all" training. Resources are wasted
if supervisors participate in training that will not improve their skill level. Also, if initially
participants have different skill levels, then this can be a challenge for the educator to provide
each participant with resources they need to improve their skill levels.
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Another suggestion would be the organization needs to get a better understanding of the
barriers that are preventing leadership knowledge from being obtained and transferred to the
working environment. These barriers need to be addressed so the leadership development
programs can be successful. If these barriers are not addressed and/or removed, then a
productive learning experience may not take place. A possible result of this nonproductive
experience is wasted resources by both the participant and the leader.
Implications for Future Research
This study explored the experiences of leaders through training and development
programs through ABC Logistics. Future research on the topic can build upon what has been
presented in this research in several ways.
During this research, there is not a specific model that showed individuals how to transfer
what they have learned to their working environments. There are many different models
concerning transfer of knowledge, but utilizing these models does not guarantee that the
individual will be able to transfer knowledge successfully. The models that were identified in the
literature does not contain any information from an adult learning perspective, on how to transfer
knowledge from one entity to another within organizations. Future research could be an
interdisciplinary approach to knowledge transfer from the adult education perspective. With this
particular interdisciplinary approach to knowledge transfer, a gap in the literature could be filled
on how to transfer knowledge successfully within an organization. By addressing this gap,
future training programs could have the necessary resources, (i.e. literature and knowledge) to
establish and maintain successful, productive training programs.
Another opportunity for future research is to identify how the feedback loop can be
closed from the training to the application of knowledge to the work environment. Most of the
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participants stated they felt like they did not receive appropriate feedback on the application of
knowledge from their training. These participants could not measure or determine if they were
successful nor if they had questions concerning a particular subject, they could not get an
answer. For the participants to measure success, they need to have the opportunity to receive and
to give feedback. One possibility of closing the feedback loop is providing participants with the
opportunity to complete a survey on the training that they participated in. A key factor with this
particular issue is timing. Some of the participants did not recognize the issues of applications of
the training or the relevance of the training until some time has passed. Research could be
conducted on the time between completion of training and completion of the survey on the
training. Ideally, participants should be given enough time to reflect and apply what they learned
from training. This could help determine if the training was beneficial to the participants. If it
was not beneficial, then the survey could allow information from the participant’s flow to the
training administrators. For information to be useful, it must not only flow to the program
administrator, it must be used by the program administrator. Future research on the feedback
look could be how often administrators receive feedback from participants and how could the
information from the participants be utilized to improve the training programs. Also, the type of
information the administrators need to improve the training program could be researched.
Another feature of closing the feedback loop on training is the possibility of restarting the
training every time participants provide feedback to the administrator. Research could be
completed on how each iteration of the training program could provide more benefits to the
participants than the previous iteration.
Lastly, future research can focus on how leadership development programs can
incorporate self-directed learning methods within their models. Grow’s (1996) self-directed
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learning model is a good starting point to research this type of learning within training and
development programs. It is important that adult learners have some type of control over their
learning process. This helps adults to own their learning process. Adult learners are more
inclined to learn when they have ownership of their learning.
Concluding Remarks
This case study examined the experiences of supervisors as they participated in
leadership development programs and how they applied their knowledge obtained from these
programs to their working environment. The literature detailed many models on leadership but
there were very few details on how to utilize these models within the working environment.
Four themes emerged through thematic analysis of the data that was obtained from the eight
participants of this study. This case study brought to light some of the experiences that
supervisors go through as they journey through leadership development programs within an
organization. This case study was not generalized to other settings within different
organizations.
Only a small amount of information on the application of leadership theories was found
in the literature. Hopefully, this study has provided an opportunity for others to examine this
particular area of practice and open the subject for further research. Since workplace learning is
a part of the adult education field, it seems appropriate that the relationship between leadership
development and the application of adult learning theories are explored simultaneously.
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APPENDIX B
Consent Form
A Journey Through Leadership Development Programs: A Qualitative Case Study
WHY ARE YOU BEING INVITED TO TAKE PART IN THIS RESEARCH?
You are being invited to take part in a research study about leadership development programs.
You are being invited to take part in this research study because you are a supervisor with more
than 1 year of experience within this particular organization and you have completed the required
leadership development programs within the organization. If you volunteer to take part in this
study, you will be one of about five people to do so.
WHO IS DOING THE STUDY?
The person in charge of this study is Jimmy Love of University of Memphis Department of
Leadership: He is being guided in this research by Dr. Jeffery Wilson (jlwlson4@memphisedu).
There may be other people on the research team assisting at different times during the study.
WHAT IS THE PURPOSE OF THIS STUDY?
The purpose of this study is to understand how organizational leaders transfer their knowledge
from training and development programs into their roles within the organization.
By carrying out this study, we hope to learn how employees apply the knowledge obtained in
leadership development programs to their working environment.
ARE THERE REASONS WHY YOU SHOULD NOT TAKE PART IN THIS STUDY?
There is no reason why you should not take part in this study.
WHERE IS THE STUDY GOING TO TAKE PLACE AND HOW LONG WILL IT
LAST?
The research procedures will be conducted at a distribution center within the southeastern United
States. You will need to come to a location mutually decided by the participant and the lead
researcher within the distribution center 1 time during the study. The interview will take
approximately 60 minutes. The total amount of time you will be asked to volunteer for this study
is approximately 120 minutes over the next 2 months.
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WHAT WILL YOU BE ASKED TO DO?
As a participant of this research, you can expect the lead investigator to ask you questions about
your time in the leadership development programs within this particular organizations and how
have/will you apply the knowledge obtained from the leadership development programs to your
working environment. Also, the lead investigator will observe you interacting with your team in
your working environment. The lead investigator will be observing how you apply your
knowledge to your teams and to your work environment
As a participant of this research, you can expect the interview (asking of questions) to take
approximately 60 minutes to complete. The observations of you and your work team will also
take approximately 60 minutes to complete.
WHAT ARE THE POSSIBLE RISKS AND DISCOMFORTS?
To the best of our knowledge, the things you will be doing have no more risk of harm than you
would experience in everyday life.
You may find some questions we ask you (or some procedures we ask you to do) to be upsetting
or stressful. If so, we can tell you about some people who may be able to help you with these
feelings.
In addition to the risks listed above, you may experience a previously unknown risk or side
effect.
WILL YOU BENEFIT FROM TAKING PART IN THIS STUDY?
You will not get any personal benefit from taking part in this study.
DO YOU HAVE TO TAKE PART IN THE STUDY?
If you decide to take part in the study, it should be because you really want to volunteer. You
will not lose any benefits or rights you would normally have if you choose not to volunteer. You
can stop at any time during the study and still keep the benefits and rights you had before
volunteering.
IF YOU DON’T WANT TO TAKE PART IN THE STUDY, ARE THERE OTHER
CHOICES?
If you do not want to be in the study, there are no other choices except not to take part in the
study.
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WHAT WILL IT COST YOU TO PARTICIPATE?
There are no costs associated with taking part in the study.

WILL YOU RECEIVE ANY REWARDS FOR TAKING PART IN THIS STUDY?
You will not receive any rewards or payment for taking part in the study.

WHO WILL SEE THE INFORMATION THAT YOU GIVE?
We will make every effort to keep private all research records that identify you to the extent
allowed by law.
Your information will be combined with information from other people taking part in the study.
When we write about the study to share it with other researchers, we will write about the
combined information we have gathered. You will not be personally identified in these written
materials. We may publish the results of this study; however, we will keep your name and other
identifying information private.
Information will be kept on a single computer and a single portable drive as backup. Once the
research has been completed, all information will be destroyed from the computer and portable
drive
We will make every effort to prevent anyone who is not on the research team from knowing that
you gave us information, or what that information is. All paper records will be kept under lock
and key within a file cabinet. All computer records and portable drive will only be accessed by
the lead investigator. Again, once this research is completed, information stored on the computer
and thumb drive will be destroyed upon completion of this research.
We will keep private all research records that identify you to the extent allowed by law.
However, there are some circumstances in which we may have to show your information to other
people. For example, the law may require us to show your information to a court or to tell
authorities if you report information about a child being abused or if you pose a danger to
yourself or someone else. Also, we may be required to show information which identifies you to
people who need to be sure we have done the research correctly; these would be people from
such organizations as the University of Memphis.
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CAN YOUR TAKING PART IN THE STUDY END EARLY?
If you decide to take part in the study you still have the right to decide at any time that you no
longer want to continue. You will not be treated differently if you decide to stop taking part in
the study.
The individuals conducting the study may need to withdraw you from the study. This may occur
if you are not able to follow the directions they give you, if they find that your being in the study
is more risk than benefit to you, or if the agency funding the study decides to stop the study early
for a variety of scientific reasons. There are no consequences for withdrawing from this
research.

ARE YOU PARTICIPATING OR CAN YOU PARTICIPATE IN ANOTHER
RESEARCH STUDY AT THE SAME TIME AS PARTICIPATING IN THIS ONE?
You may take part in this study if you are currently involved in another research study. It is
important to let the investigator know if you are in another research study. You should also
discuss with the investigator before you agree to participate in another research study while you
are enrolled in this study.
WHAT HAPPENS IF YOU GET HURT OR SICK DURING THE STUDY?
N/A
WHAT IF YOU HAVE QUESTIONS, SUGGESTIONS, CONCERNS, OR
COMPLAINTS?
Before you decide whether to accept this invitation to take part in the study, please ask any
questions that might come to mind now. Later, if you have questions, suggestions, concerns, or
complaints about the study, you can contact the investigator, Jimmy Love at
jlove4@memphis.edu. If you have any questions about your rights as a volunteer in this
research, contact the Institutional Review Board staff at the University of Memphis at 901-6782705. We will give you a signed copy of this consent form to take with you.

WHAT IF NEW INFORMATION IS LEARNED DURING THE STUDY THAT MIGHT
AFFECT YOUR DECISION TO PARTICIPATE?
If the researcher learns of new information in regards to this study, and it might change your
willingness to stay in this study, the information will be provided to you. You may be asked to
sign a new informed consent form if the information is provided to you after you have joined the
study.
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What happens to my privacy if I participate in a focus group?
N/A

What happens to my privacy if I am interviewed?
All participants will have a pseudonym associated with their information. The only person that
will have the information of which participant is associated with a particular pseudonym will be
the lead investigator.

WHAT ELSE DO YOU NEED TO KNOW?
If you have any other questions, contact the lead investigator, Jimmy Love, at 901-270-9309, or
email jlove4@memphis.edu

_________________________________________
Signature of person agreeing to take part in the study

____________
Date

_________________________________________
Printed name of person agreeing to take part in the study
_________________________________________
Name of [authorized] person obtaining informed consent
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____________
Date

APPENDIX C
Semi-structured Interview Guide
Research Question #1 What are the experiences in training and development programs that help
employees within an organization become leaders?
•

Lead Question # 1 - Can you tell me about the training and development programs that
were required by the organization?

•

Lead Question #2 - What were some of the methods utilized within the training and
development programs (i.e. role playing, discussion, presentation, etc.)?

•

Lead Question #3 - Do you believe these programs helped you become a leader within
the organization?

Research Question #2 How does training and development programs influences supervisors'
leadership styles?
•

Lead Question #1 - Can you describe some of your leadership characteristics that you use
with your team?

•

Lead Question #2- Did your leadership style change once you completed the required
training and development programs?

•

Lead Question #3 - How has the required training and development programs impacted
your leadership style; was it a positive or negative impact?

•

Lead Question #4 – What is your perspective on leadership training and development
programs offered by the organization?

Research Question #3 How do leaders utilize the knowledge that was obtained from training and
development programs in their working environment?
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•

Lead Question #1 - How were you able to apply what you learned from the required
training and development programs to your working environment (interactions with
direct reports, different presentation style to your team, etc.)?

•

Lead Question #2 - Was the knowledge obtained from the required training and
development programs applicable to your working environment; why or why not?

•

Lead Question #3 - How do you believe the organization was able to determine what
knowledge supervisors needed to be trained on that would be beneficial to their working
environment?

Research Question #4 How do leaders develop leadership skills for their current role within the
organization?
•

Lead Question #1 - What do you believe are necessary leadership skills for your current
role?

•

Lead Question #2 - Did the required training and development programs help you to
develop and/or enhance your leadership skills?

•

Lead Question #3 - Does the organization provide you with a list of necessary leadership
skills that are required for your current role?
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APPENDIX D
Observation Guide
Date:
Location:
Observation #
Start Time:
Finish Time:
The purpose of this observation is to observe supervisors as they interact in their working environment.
This will include interacting with their team, team meetings, and observing how the team interacts
amongst themselves and with their supervisor.
Focus of this observation:
•

The research setting
Location within distribution center
Noise
Visual Management (Visual Boards, Electronic Boards, etc.)
Noise
(Other senses)

•

People in the research setting
How many people
Position (Job Function) of the people on team
Appearance
Attire

•

What do the people do?
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Activities
Conversations (amongst themselves and with supervisor)

•

Interactions

•

Reflections of the observer (me)
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